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ABSTRACT ' »
. ~ MANAGEMENT BY PARENT OBJECTIVES: A CASE STUDY
ESTABLISHING THE FEASIBILITY OF EMPLOYER-SPONSORED

CHFLD CARE AND OTHER FAMILY SUPPORTS

4

The feasibility of” employer-sponsored child care and other
family supports focuses on w%ys in which management may
const;uctively respond to the changes in the workforéce in
order to fulfill its own objectives. The analysis takes
into account both theory and practice and then applies
learned concepts to the design and execution of an actual -
feasibility study at a small, suburban Massachusetts bank.

The analysis involves three interrélated areas: parent
needs, management agendas and community resodrqes. These
areas are discussgd as the sources of pressure for employer
sponsorship(of such programs and as cdmpoﬂents of the feasi-
bility study itself. B
" The feasibility study highlights the need for examining
the reciprocai impact of societal forces;on-manégement agendas;
parent needsland community resources. It is employer—spgn—
sorshib that is“being sought, so the inquﬁpy\beginé by’
iQentifying corporate self;interesii Management. will be
the ultimate decision-makers and their needs and expectations
must be sarisfied. However, corporate self-interest can be
satisfied only if parent- néeds arée met and so the feasibility
stlidy next examines the heeds and expectations of the employee
population. Having determined that attention to pérent objec-
tives is capable of solving management objectives, the specific
change in benefits,. personneivpolicies and/or wo;k conditions
in considexed in light of exiéting community resources.

This process for establishing the feasibility of working
parent initiatives was inStructive when applied yo the case
study. The Bank commissioned the investigation of child care
feasibility in an effort to reduce turnover among tellers.




. . |
Exploration into the causés of turnover revealed few child )

care-related problems. However, it was surmised that by
changing the compOSition of the teller workforce to mothers,
presumed to be more stable and well suited to, teller work,
turnover could be reduced. The feaSibility of child care
was based on its ability to’ recruit the kind of teller more
likely to stay, thus, 1ndirectly, reducing -turnover.

The selection of a working parent initiative is based on
four identified Pparent needs (the need for services, infor-
mation, “financial assistance and/or time) and a range of

responses currently offered by companies and community—based
agencies across the country.

The final selection of a benefit and determination of its
feasibility

is unique to each employer and locality because
they are based on a unique blend of management. -agendas,

parent heeds and community resourtes. However, the study
presents a framework for analysis, to be used by other emproyers

:ng the adoption of family supportive work policies
and.benefits.

consider‘




~ INTRODU@TION
o [}
3 Both family life and the workplace have changed

radieally over the last two decadess: These changes are due
largely to the rapid increase of women in the labor force;
particularly amohg mothers of young c¢hildren. “As a }esult,

a significant portion Bf the workforce consistskof parents
whose spouses also worki In some cases, there may be no :
spousé at all. These parents are responsible for éreating

a balance betyeen home and work that allows for the -healthy

growth and development of the children for whom they are

responsible.

*

However, the'same economic forces.that create the
need for both ﬁarents to work, now gffgct the provision of
community supports for them. Many of the programs currently
ser&iné working parents ﬁave become victims of'a budgetAcut-
ting Co;gregsl Individual families, as wel). as these family
support agencies, must now turn to alternativé sources in

the community in order to assure their survival. One such

4

-

source 1is w}tﬁﬁn the corporate community.
The in&olﬁement of the corporate sec;or in providing
family support services is‘not new. Support has been gér-
nered for years through the efforts of United Way and cor-
porate giving programs. Provi§}on of direct services for

corporate employees began as” early as the Civil War and World
: J

Wars when war-related industries sponsored day care centers

*

11
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them. 1In addition to the establishment of day care centers,

at the plant site to enable mothers to help in the war .effort.
In the late_1960‘s,lmotivat§d by newly legislated tax advan-
tages'qqd‘?efhaps by. the desire to turn the center into a
profit-making'operatioﬁ, zbout 15-comp;nies, 100 hospitals
and 6)unions established on—sité day care centers. Most of

> ~

the early company closed, however, due to company bank-

ruptcy and/or underutilization.
The fdilure of these on-site day care centers due to

underutilization underscores the importance of seeking cor-

.porite responses which are sensitive to the real needs of

working parents. It is possible that parents preferred other
forms of child céfe or car; that was closer to home. They
may have been satisfied with current arrangements. It:is :
also possible that if the cgmmunity supp}y of chiid care
was adequate, their real'chi}d‘care problems were related to
finding %tf selecting it or affording it. (See Appendix A
for details of- center bfosings.)

Corporate efforts today-go beyond the'notion of the
on-site day care center and acknowledge the va£iety of needs

“r

that a working parent may have and the various solutions to

companies may be providing after school care, family day

~care, information and referral services,'child care subsidies,

parent education, or changing work hours to accomodate the

-

-
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need for more flexible time. .

These corporations; pioneering iq;theif efforts to
address the family concerns of eﬁbloyees, realized their inabi-
lity to function on the basis of practices and poiicies

which developed in accord with the needs and concerns of a

predominantly male workforce. When the division of male/fe~-

male roles was more clearly delineated in society, the divi-

siol betwe?n-family and qukplacé was also more distinct.

As increasing numbers of women become bréédw;hners and more
men‘becémeﬁsiﬁglg parents, the divisions betweenffaﬁily and
work'becomes more cloudy. ~As the makeup oé’ghe workforce
changes, and more importéntly,.as the needs and concerns of
workers change due to the altered nature of their own roles,
both within the family and within the world of work the cor-

F

porate communlty must seek out new responses to reflect the

[~

changes in the lives of their“employees.

As lbng as corporations empioy human labox, they must
contend with the fact that'manpower, unlike machine power, is
subject to external influences as well as internal or sub- ’

1 4

jective, emotional and ﬁsychologidal shifts, A human worker,

¥,

unlike a well-oiled machine, does not function in the same

’mannei at all times under any conditions. And as the times
and thé human cbndition change, corpor .tions must keep pace
with that change or there will be an ever increasing gap be-

tween employer and employee needs and expectations. The oil

(4

13




which kept the workforce running smoothly in the industrial

- Ei:i;i,ﬁgy not keep the squeaks out of the human machinery in
’ e post~industrial age. Management may find‘itself pushing
Ehe old buttons but no longer producing the old, desired

responses.

If the corporate community ignores the family con-

_cerns of its workforce, _»y;_,».wi1"1-wb,@_-ﬁi_gﬁng.:i..izgﬂ_thﬁeﬁpn‘edominant»
concerns of an increasingly large por£ion of its lébor pool.
To the extent that management loses touch with the needs,
concerns qnd expectations of its workforce, to fhat extent
it loses its ability to attract, fétain and stimulace the

’ productivity of its workforce. Thus, led by the desire to ’
attract and retain a productive workforce, an employer may
ultimately choose to provide a corporate solution to the
family needs of working parents. 1Indeed, a demand for labor
is the common denominator characterizing those industries )
currentl?'pursuing new manacgement initiatives for working

. parents. > ﬁ

This paper addresses the feasibility of family support
programs. as a means by which management may constructively

reépond to the charges in the workforce in order to fulfill

its own objectives. The feasibility of any employee program

v

to meet management objectives is dependent upon the extent to

¢

ﬁhich that program meets the real needs of thé employees for whom




o

it is jintended. This paper is concerned primarily with the
process of identifying and measuring the variables that will

determine whether and how family supportive changes in per-

sonnel policies, benefits and/or work conditions can solve
the various problems at which they are aimed. It involves

the'exploration of the newest elements of corgprate involve-

— T mentTIn chiTdT¢are w= i€fs various forms and their relation-
L]
ship to productivity and recruitment efforts.

9
A child care feasibility study conducted ;t a small,
suburban bank in Massachusetts provides the empirical basis
for this review. Three issue areas -- parent needs, manage—
. ment agendas, and communlty resources -- form the components: /n
of the child care feasibility study and its subsequent ana- ] ,
lysis. Aspects of the national bicture regarding industry
trends, family change and child care policy were used to
frame the inquiry for The Bank of Suburbia.* The largér view
was warranted in order that my analysis be generalizable to

other employers. Because management agendas, parent needs

and community resources will differ in various localities,

3
. -

T * To protect the Jdentlty of the actual bank for which the
¢ feas1b111ty study was conducted, the paper refers through-

out to a fictitious name ("The Bank") and location ("Subur-

&

bia," Massachusetts);

-
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. Lo,
the specific.recommendation made to The Bank is not as impor-
4 |

tant as the considerations made in arriving at it, In addi-

tion, the national scene influences the locally identified
\

situation. Therefore, each component of the feasibilit§
\

study has been addressed in context. 3 \

The exploration of family-work interface and the\
-—--—— Forces- that impinge upon it may be visually presented in ithe

k1
form of a Venn Diagram in Figure 1.

Figure 1. The Venn' Diagram of Family-Work-Community|

Economic

\

*
This graphically depicts the external and internal

forces affecting already overlapping worlds. A change in
family life can affect work; work transitions can affect
. family functioning; and changes in community -- social,

economic or political -- will create both internal and

external pressures for family and worklife to change.

Ly
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The changing needs of parents and of management
within a community context, provide the theoretical backdrop
‘ for subsequent anaiysis of The Bank feasibility study. Part
~ - 7.7 I sheds light on parent needs and the changes in so'ciety6

resulting in their needs for employer assistance in child

care. These include changes in the family, in work and in

community support services. Also presented are the variety

of responses tha£ compénies can make given the interface

among these changes. Baseq on parent needs, Part I idehtifies
.~- why an employer "should" address eﬁployees' family concerns.

Part II then examines the rationale for a corporate
response to these changes. 1Is it corporate social responsi-
bility or self-interest ﬁ&ti&ating employer responses? And
if self-interest, whaéﬁafe the specific management‘problems
to whiéh child care is being posed as a solution?: To what
extent is attention to family concerns capable of resulting
in self-interest bains?

Part III presents the findings of The Bank case study
and an analysis o{rthe process used to arrive at the most
appropriate and cost effective solutidn to‘idenéi?ied manage-
ment problems.

Pait'IV offers my conclusions and-a prognosis for “the

future feasibility 6f employer supports to working parents in

meeting management objectives.




The primary focus of this ‘paper is on the potential

for employer-sponsored family supports toesoIGe/;anagement
problems, for it is my contention that the establishkment

of that link holds the most. promise of furthering corporate

involvement. wWith this focus, Iiopenly ackno@ledge my bias.
First, I believe that the corporate sector, as one part of
the community, should help provide supports to working
parentse\ During this economicaliy difficult period, many
community-based services will need a variety of financial
eupports. HoweQer, I do not belieVe that all companies can
or should contribute. While advocating for corporate involve-
ment, I am well aware of the possib%e limitations of partici~-
pation by certain employers and/or industries.
Secondly, I believe that whenever possible, efforts

should be made to establish corporate—communlty partnerships
in the provision of supports for working parents. Unless the .
firm is convinced that it needs very visible corporate
sponsorship, such as an on-site center would provide, I be-
lieve that a child care solution should ihvolve building on
the already existing child care community. This would be more .
cost effective for the employer, while helping to stabilize
the fundlng base for these programs to survive in the future.

~ Thirdly, while a yariety of parent needs are recog-

nized and solutions developed to address them, the focus on

needs and solutions relates primarily to low-wage earning




]

parents., While the loss of tép_mahagers is more costly to

the company, these parents tend to have more monetary re-
sources for use in solving their problems. As will be

shown, however, the nature of family-work conflict faced by
upper managers and éssembly line workers may be very similar.
It is understocd that corporate decision-makers may first
recognize the problems and seek solutions for their-higher
Qége earning employees.

Finally, I believe that the issue of employer supports
to families is not a women's issue: it is a parqnts: issue.
Although the Kram;rization of,faéhers has begun and some are
serving as single fathers, it is still the mother who is
primarily responsible for the care of children. Furthermore,
most companies are providiné child caré as a recruitment tool
for women. In accepting this reality, I have focused Largely
on women's work and their child carg_p;gferences:» Most of
the literature on the subject is similarly focused. Howe%er,
implicit in the developmeﬁt of solutions to needg’and_éfe—
ferences is thefabiligy-for fathers to take .advantage of the
opportunities provided by their‘employers.

Throughouﬁ this analysis, I‘%ound'myself unable to
support mogt of what is considered !prevailing sentiment" or
"academic wisdom" on the subject. It is’largely because I
believe we are in a tiﬁe’of such rapid change that conven—‘

tional wisdom, common practice and what "the experts say" is

19
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no longer applicable,- And because I am in a sense charting
a course not taken.by many to date, I find myself in the
exciting position of creating my own maps, with guidance from
- a few progressive t?inkers -~ Betty Friedan, Rosabeth Moss
Kanter, Alvin Toffler and, of course, my thesis committee.

The Eharacters along the changing landscape are no
less thé vchanger" than the “changeé." No longér can cor-
’ pofations remain an isolated economic unit. Likewise, social
'service agencies must adopt éome bottom line strategies for
§urvival. For me, the richness of an academic analeis of
these changes is that it must be interdisciﬁi&nary in ordgr

to be relevant. The feasibility of emprbyerssubports to

working parents is essentially an interdisciplinary approach

C 7
to understanding new roles for family, work ahd community.

¥




PART I: PARENT 'NEEps IN A CHANGING COMMUNITY
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A. Changes t ‘ -

1. Family Changes ; A |
2. Publlc Sector Initiatives for Parents
3. Prlvate Sector Initiatives for Parents
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B. Thé Potential for Employer . Responses to
Working Parents ¥
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Financial Asélstance .
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* Time ,
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A.

War I was largely attributable to married women, nearly

PARENT NEEDS

Changes

1. Fami}y qhanges

Since colonial times, and up until the recent
past, women in America have worked pXimarily in the*home.
Women were iﬁportant contributors to the domestic economy

while we survived in a primarily agrarian society. Once
& ’ . 5

production moved to the factories and cities, most mar-
ried women continued to work at home, but with sole .
responsibility for housework and child rearing, devoid
qf any direct economic functions. (Bane 1976, p. 43)

B& 1940, 14.7 percent of married women were in
paid employment. (ibid.) By 1978, the female labor force
participation rate was 50 percent (42 million women) ,

The most dramatic increase (46 percent) has occurred'
since 1967. (Smith 1979, p. 3)

-‘While data indicate that marriage and child rear-

ing 1nh1b£t 1abor force partlclpatlon, the major increase

in women workers has been among wives and mothers. The

employment boom in the Chicago Stockyards during World

all of whom had children of preschool age. (Tentler 1979,

p. 50) Of the 15 million women who joined the labor force

since- World War II, nearly all were married. (Smith 1979,

P. 4) And today, more than one-third of mothers with




children under 3 years of age is working. (ibid., p. 1) By

1990, it is projected that 52 million women will be working, . |

/

accounting for an increase of 15 percent (11 million women)

. , since 1978, (ibid., p. 13)

Of the 17.1 million children under age 6, 6.4 million
had mothers in the labor force in 1977 (37.6 percent). (ibid.,
pP. 133) By 1990, it is estimated that 44.8 percent of all
preschoolers will have working mothers, a projected increase
of 4.1 million children.

As women pursue new careers; they find themselves stiil
responsible for child rearin§>and household management. Re-
cent time-use studies show that empioyedffathers.contribute
very little to household and child care responsibilities.
(Pleck 1979, p. 482)

>

The number of mothers working who head their own
households has beenoincreasing due to marital disruption
ending in divorce. Bane reports that‘only 44 percent of
" women headed their households.in 1940, while by 1970, almost‘
80 percent’of divorced, separated and widowed mothers headed
their own families. (Bane 1976, p. 13) According to death ~
and divorce rate projections, this trend is likely to continue
where "nearly 40 percent of children born around 1970 will

experience a parental death, divorce or separation and conse-

quently live in a one-parent family at some point during

- ,____@_ . ) —

\\\




their first 18 years. (ibid., pP. 14) Coping strategies for
these families will likely depend on the earning level of
Kthe pParent and the availability of informal supportysystemS.
While the number of men gaining custody of their chii-“
dren rises, (Levine 1976, p. 47) it is/the mother with whom
children most often remain. The ability of these women to
provide adequately for their‘children is difficult given
their occupational segregation, their minimal attachment to
the work force and their lower wage earning capacity and po-
tential. (Bane 1976) Sixty percent of all working Qomen are
in ten 6ccupations. Eighty percent are in unskilled, semi-
skilled or clerical positions (19 percent of them with college
degrees). (Howe 1974, p. 207) The wage differential‘ﬁetween
‘men and women is wider today than it was 20 years ago: women
today earn approximately 59 cents of every doll;r earned by
men doigg comparable work, when in 1950 women earned 63 cents
on e&ery dollar. Frequently, women work pait—time and they
tend to enter and leaQe the work fogcé more often than do men.
This reduces opportunities for advancement apd job secqrity;
it also ﬁakes them ineligible for employee beneéits and other
forms of compensation offered to.full-time employees, further
‘'reducing, in a relative sense, their standard of living.

Where husbands are present, the state of the econony

presents few choices to mothers who might otherwise prefer to
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' stay at home rearing their children. The number of dual

‘career families is rapidly increasing. Masnick and Bane
e
_report that in 1977, two-worker husband-wire households had

incomes about 13 percent higher than one-worker husband-wife

households. (Masnick and ‘Bane 1980, p. 88) Worklng wives

in, on the average, about one quarter of the famlly

iﬁcome to t dual career family.. (1b1d., p. 89) Among work=

1ng wife couples with children, 52 percent moved out of ’

poverty as a result of the wife's earnings. (ibid., p. 94)

The need for 2 second wage earner in a twoéparent femily has
) {B;EBme ah economic necessity. The question then becomes,

&
who cares for these children when parents cannot?

G1ven their choices, 1t is likely that parents will
prefer to Keep ‘their child close to home and in the care of
someone familiar to them and their child. (Unco survey l975)
They may first look to other family members.,

There has been much debate about whether the extended
family is declining Or not. (Bane 1976; Kenistcn 1977) Bane
contends that most elderly people li&e in households and have
not been shipped off to nursing homes away from the family.
However, given American family mobility patterns, the absence
of forced retirement and the same economic need thet pushes

mothers into the work force, grandparents may be unavailable

to care for their grandchildren.




'more likely thah Spanish families to have their children

In the National Consumer survey, hereafter referred

to as. the Unco survey,; there was 63 percent agreement with

=

the stdtement, "My first choice for someone to care for my

children is a relative." (Unco survey 1975, pp. .3-17) There

N

are racial distinctions in this choice where white families . )

are five times more likely than black famllles and 13 tlmes

" cared for by relatives. Here is an example of where utiliza-

tion figures may not serve as good indicators of preference,

for whlle minority groups do not rely on relative care, they

3

may prefer to do so, but are limited by relatives' avalla—

° < *

bility. ‘ .

»

Employment status is a strong indicator for whether . ‘§

parentg/zge/relatives to care for their children. The Unco

survey reports that working parents tend to use family day t
care and center-based care. The.implication is that relatives
are relied upon for shorter than eight~hour periodét where

R

the parént may have part—time;work or personal obligations.

Of greatest significance to this discussion is that, in prac-

»

tice, care by relatives does not appear to be the wrdespread,

solution for full—tlmc worklng parents,
In lleu of parents or other adult relatlves, the

child may still be cared for by family if an older sibling

is able and willing. As family size decreases these options:

“~
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become more limited. In addition, there is growing concern
about what are calledf"latchkey" Ehilaren who' come home from
school with housekeys around their necks to let themselves
into an empty house after school The recent tfagedies in
Atlanta are S1gna111ng the real dangers of this practice for

~

young chlldren. It is poss1ble that empty classroom space

™~

in public'ephools will eventually be used for programs which

parents may prefer to having their children'come home to. an

empty house with responsibility for a younger sibling.

If child care cannot be provided for by famlly mem-'

bers, working parents w111 explore solutlons in the community.

€

2, Public Sector Initiatives for‘Parents

N
%

& - . . N
dlistory. The history of government involvement in

child care includes a patchwork of programs motivated pri-

- -

‘ marily by larger social and -economic concerns. At the turn
. Y

of the century, day nurseries were provided to save -children .

in "maladjusted" families. During the Depressidn, the Federal
i
Emergency Relief Administration provided fupds for day care

¥

to soften eccnomic hardships and to create jobs for the unem-
ployéd. During Wbrla War II, thousands of centers here estab-
lished through funds brovided by the Lanham Act to encourage .
female empldyment within war—related industries. 1In 1965,

Head Start was created to break "the cycle of poverty."

During the 1970's, however, there were five unsuccess-

M

. | o
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ful attempts to pass &omprehersive child care legislation..

Each effort falled because of polltlcal confrontatlons or

moral amblgultles. For 1nstance, at the same time Nixon °

was promoting his Famlly As51stance Plan, he vetoed the over-
whelmingly,passed—Comprehensive Child Development Act of
1971, likening child care to the Soviet s@&le of child rear-
ing. The 1974 and 1975 Child and Fami’y Services Acts became
the target of attacks by right wing conservatives echoing )
Nixon's fears about child care leading to the potential des-

truction. of the famlly. A 51multaneous effort, waged by

Albert Shanker of the American Federatlon of Teachers, to

have public sphools take control of day—care—caused enough
in-fighting among the child care constituents that Congress
disbanded all hopes for the bill's passage. The most racent
effort for comprehensive legislation was introduced by Senator
Alan Cranston. His Child Eare Act of 1979, a more modest

version of earlier bilis, was never raised on the floor for

a vote, and died with léss than a whimper. -

Current‘fedeﬁai:Prdgfamniné. ﬁespite the absence of
categorical legislation for child care, by 1979 the Federal
catlays for direct and indirect child care services was approx-
1matelyA$2 5 billion. The greatest por§i9n of thlS investment

+5 attributed to indirect tax credits which, in 1978, were

.claimed on 3,443,850 returns with a price tag of $656,781,000.
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(Malone 1980) : o

More ‘than 90 percent of direct Federal suppoxrt for’

-

child care funnels through Title XX of the Social Securit&
Act, Head Start, the éhild Care Food Program, Title I ©f the
Elementary, Secondary Education Act (ESEA) , Aid to families
with Dependent Children (AFDC) and the quk Incentive Program
(WIN). Title XX provides the largest source of revenues for
direct services and consumes the greatést proportion of ser-
vice dollars among the variety of services allowable under
Title XX. (Congressional Budget Office 1978, p. 43)

President Reagan has already proposed cuts in the

Child Care-FoodProgram -(which is the primary mechanism
througﬁ which family'day care receives subsidies and organizes
itself into systems). Cuts are also proposed';n Title I, ESEA.
With a general move towafds block éranis and increaséd state
responsibility, Title XX, already a form of block grant,
might be increased. However, child care will bé in greater
competit;on with other social programs whose catggoriéal
~authorizations may- also catch the eye of budget surgeon
David Stockman, Director of the Office of Management and
Buéget. 4 '
While previous Federal supports focus largely on in-.

creasing the supply side of the child care market-=-i.e.,

creating new programs-—-the next few years will likely turn

3 —




to the demand side--i.e., enabling more people to purchase
care. This will occur through increased deductlons in the
child care tax‘credlt. The newly oassed tax legislation’

. offere the tax credit as a sliding reduction baseq.on incomé,
a change*from the previous tax credit. o

' Parent Usage. The Natiéna! Day Care Study (1977)

estimates the existence of 18,300 day care centers in which

—

900,60Q,children are enrolled. Less than 9 percent of these
children are under age three, Awhile the estimate for’day car=
center _usage. is 10-15 percent among preschoolere with working
mothers, (Abt Assoc1ates 1978) this is about double the number
srnce 1965 when fewer than six percent were in day care centers,
(Low and«Splndler 1968) When broken down by age, we find
nearly half of all 3-5 year o;de in qenter-haseo care. (Smith
1978, p. 134) Add to this the growing numbers of children in
nursery school and kindergarten which have increased over 50
percent'in the last'decade. (Kamerman ahd Kahn 1979, p. 2)
Infl97é( almost half of all 3-5 year olds were enrolled in

these programs -— 26 percent of 3 year olds, 48 percent of

4 year olds, and 82 percent of 5 year old children of working

mothers. (Current Popuiation Reports 1978)

-~

None of the research highlights the gaps in serv1ces
for before and after school children or infants, although

reports from various information and referral agencies around

-
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) the country indicate that the demand is steadily increas ng_w,_mm_,.g
- for these children and the supply remains insufficient.

‘Parents typically prefer more informal care arrange-
ments for their younger children, such as family day care,
where a neighborhood woman takes care of up to six children

in her own home. Center-based care for infants and toddlers .

is extremely costly and questions remain about its potential
“harm to the infant if provided in less than- high quality
services. The quality of care in many family day-—-care homes
is also'questioned. Turnover is high and approximately 90
oercent of these homes are unlicensed. 4Weseinghouse 197i;
National Day Care Home Study i980) However, familiarity ‘
with one careglver, a home-1like enV1ronment and close
’érox1m1ty to the Chlld s own home are characteristics of
family day care that working parents seem to prefer.
- Some researchers project an increased demand for
rcenter.—based care.  (Kamerman and Kahn 1979, p. 5; Smith 1979,
P. 135) They base their expectations on usage trends as
explained above, and on demographic factors., If family size
remains small (two-three children per family), fees for out~
of-home care will be more affordable than when parents sought

care for four or five chlldren. The tax credit may help more

parents afford the cost of center-based care. Yet parents

already contribute 70 percent of day care center revenues,
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The National Day Care Study reports that government funds
accounted for another 29 percent wétﬁ cash contributions
adding a bit more to center Fevenues. (Abt Associates 1978,
P. 58) It is highly doubtful that during” the 1980's parents

will be able to afford an increase in the cost of child care

O% that child care will thrive in a budget-cutting Congress.

' There is a possibility that the effect of recent.
— A ——_—. ' -
Reagan cutbacks will be to increase the supply of family

¥

——t

d .
-

day care homes. Revisions in the Aid to Families with De-
pendent Children (AFDC) brogram may make it more cost effec-
tive for a parent to*caée for his or her own chiidren at home
while also ‘minding neighbors' children. 1In thlS way, the
parent maintains food stamp and Medicaid allowances that would
iotherwise be lost four months after outside employment, For
employed pParents, ineligible for public subsidies, we fln&
them 1ess able to rely on themselves for daily child care
resoons1b11ities and tending to look to the community to\

meet their child care needs. Finding these choices 1nadequate,
1naccess1ble or unaffordable, what is it that the corporate

community can contribute to helpihg parents balance the

responsibilities of homée and work?

3. Private Sector Initiatives for Parents

The corporate community has had a sporadic history of

t

¥
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aétending to the child care needs of its employees., At the
turn of the century, thousands of immigrant fémilies*flocked
to American shores in the hopes of reaping the richness of
the promised land. They were greeted by gmhost of éha;itablé
agencies whose major concern was to assimilate- the newcomers
into American cultuée to preserve‘the social order ‘and pro-

tect the children of the native population from the ignorance

of these unkempt strangers. Thus, the children were the pri-

~ s

mary*“beneficiaries" of their "concernh"
Subsequent employer 1nvolvement in child care was not
prompted by chlld-related concerns, By 1910, the Association’

of Day Nurseries recorded the ex1stence of 450 centers in

- working-class neighborhoods. Some of these nurseries were

sponsored by the factories that employed the mothers of the

poor quality ahd unsanitary conditions. . . . The rare indus-

children bei:zgfervedte The day nurseries were known for their

trial day nursgry,lfgpded by a mill or factory with a sub-
stantial number'of‘female employeeé, (was not) necessarily
more sanitary, better equipped and staffed than its neighbor-
hood coﬁnterpaxt;P’TTentler 1979, p. 161) Reports indicate

that the conditions of the centers were not appreciably better

than the oppressive conditions of the factories.

Rather than a genuine concern for children, these

-

-factories were motiv;ted by a need for cheap labor -which they

-




were capable of obtaining with prévision of chila carex
One of the first industry-based child care centers
was the é}ng Edward Nursery fougded gy John H. Swisher and
Sqn, Inc., in Jacksonville, Florida in 1939, (Morgan 1967,
P. 22) The 75 children cared for could stay 24 hours a day
as. boarding students or go home each day. Monthly operating
expenses were $18,0002«of which the company paid S/é'ana the

» -

Y ) L .
bdlance was paid by parents. According to the company,

The benefits to the individual employee
and to the management have been most satis-
fying in terms of mutual relationship, and
also there have beén unforeseen and immediate
gains in higher efficiency, lower costs and
greater productivity. [Morgan 1967, p. 13] -

During the- Civil War and World War I, some employers

.4

opened- temporary child care centers to meet worker shortages.

) : i
(Feinstein 1979, p. 129) World War II gave rise to another

Gl . '
round of employer-sponsored centers, onlyJthis time.there was

support to igdustry from:the Federal government. In 1949,
Congress/pé%sed the Lanham Act and a year later, passed

- amendiments that eﬂcouraged the creation of coﬁhﬁnity—based
child care programs in defense plant areas to help the war
effort, The‘most'famous of these centers were the two
family-centered ¢hild care programs at the Kaiser Shipyards’
in Oregon and California. Open all day (24 hours), a;lvyear,
the centers staffed 29é professionals during their 22-month

existence. (Morgan 1967, p. 68) They developed very innovative

[




practices and received high regard from child development

ékperts. Treated as an ekperiment to discover whether day
care was financially feasible for industries, the final

report concluded,

’

. ++.that vhile most expenses incurred in
the operation of the two centers were
justified by conditions here, it is not
correct to assume that another situation
will produce identical conditions leading
to an ‘equal ‘financial deficit. [Morgan, 1967,
- 69] "

After the war, many women returned home, the work -

" force replenished by returning servicemen, and industry's

interest in day care:ia§ dormant until the 1960's. 1In 1967,
legislation created the’oppbrtuqity‘for ragid tax amortiza-
tion of congtrugted buildings used to serve employees' chil-
dren. The increased demand caused by increasing labor force
participation of women prompted widespread interest in day
cafe as a potentially profitable investment.

Early Failures. A number of companies (Curlee Cloth7

ing, KLH, Avco Prlntlng, C & P Telephone, Westlnghouse to
name a few) dld not make the profits they had hoped for. 1In
fact, there were significant losses and the centers closed.
For some of these companies, particularly the textile firms
of the Souéh, thékcenters closed as the companies wen; bank-

rupt. (The reasons for the 01051ngs in Appendix A ) At most,

there were 18 on-site day care centers (not 1nclud1ng those

at hOSpltalS) during the late 1960's and early 1970's.
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" an estimated 25-~30 corporate work-site day care cen-

ters are in existence today. (Listing presented in Appendix

--/
;A.) Another five centers are sponsored by the H%E}Eh”and’

-~

. - . Pt
Welfare Fund of the Amalgamated Clothing-and Textile wOrker's
/

Union. Universities account for approximately 1100 child care
b ™~

T

programs, mést of Wthh also serve as 1ab schools for early

chlldhood/tralnlng and may not be open to employees, but only

to studegts and faculty. The largest industry group providing

/
- on~site /day care services to its employees is hospitals.

Facing [a natienwide nursing shortage, nearly 200 hospitals

are providing child care as a recruitment and retention device.

(See/Appendix A.)

Employer-sponsored child care has been referred to as

-

a "miniature curiosity" because of.its failure to establish

-

itself as part of the child care market. Another obeervef

remarked, "It is doubtful that industrial day care will ever

v

become a significant factor in American day care 1andscépe."

(Feinstein 1979, p. 189-90) ' d

o

" Renewed Interest. Within the past two years, a

"fiurry of interest in corporate sponsorship has been generated

not only among employees in need of child care assistance and

kS -\ .
among chiid care providers eyeing new sources of revenue, but
N\

among managers as well, Corporate managers are concerned

i

about productivity and efficient use of "human capital."

¥




They are concerned about meeting affirmative.action'guidelines;
about_rédﬁéiﬁg“waSfé‘iﬁ“béﬁ”fit“packages“oriéinaliy defggned"'
to meet the needs of a male‘breaéwipner; and about high levels
of stress among thei; employees, from their assembly line

workers all the way up to their executives, , <.

What cﬁaracterizes recent intefg. in exploring cor-
porate sponsorship is the variety of alternatives to work-site
child care. Not only are companies 1§arning from the‘mistakes
of earlier years, but they are recognizing the inapprdpriafe-
ness éf centér-basedacare given the adequécj of community-based
programs, the preferencés=of.parents Fnd the special needs of
children, Corpérate managers are learning that parents might
not need additional child care services as much as they might
need assistance finding, selecting,'or paying for existing
serviceé. Of, their overwhelming éroblem may be simply” their
organization of time in making arrangements.

My hypothesis is that self-interest appears to be the

major force prompting employer supports to working parents.

However, it seems clear that the abilify for family benefits

.
»

to meet self-interest will depend on the spécific needs of
the employee population. Because employee needs are shaped
by family patterns and community resources, so are employer

responses. Before examining the intended effects of the

'employer's response to working parents in Part II, I will
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first examine the range of employer” responses based on

/* ‘employee needs,

—_ - »

¢ These three features of the analysis ~- management

agendas, parent needs and community resources -- form the

- framework for my subsequeﬁi analysis of the case study
at The Bank. \\

i
B. The Potential for Employer Responses to the Needs of

T

P

Working -Parernts K\x

Examples of employer responses to the needs of working
parent$ from around theAcountiy, indicate fouf basic categories
of paifnt feed. Both the parent needs agd employer responses
are based on the strengths and weaknesses of existfhg com~
munity resources. These model programs have been as much

fashioned by parent needs and management agendas as by the

needs of the community.

® The need for irnformation about (l) services
in the community that prov1de child care; or
(2) general parenting issues to reduce:stress

in the family. . )

° The need for flnanclal asslstance in purchasing //
communlty services.

° _The need. for serV1des where the communlty
supply is lacklng.

° The need for‘time to help balance the dual
responsibilities of family and work. T




1. Employer Responses ‘to the Need for Information

: [\ -
Dwrndllng resources usually lead. to/pressures for a

/-4
/,/

more efficient use oOf eXlStlng resources. An obvious mech-

anism for reducing overlap and max1mlzlng 11m1ted resources ////,,/’f
1§ a central clearlnghouse with 1nformatlon about supply and —_
" demand of child care eervrces. Accordlng to Dr. Edward Zig-
ler7 a former director gf the Office of_chiid Development,
"A major problem with. day care is the lack of c.ntralized
anorQEtion to hef; parents locate existing day care services."
(Project Connection 1980, p. 22) ‘ ‘

The prbblems in locating child care have been recog-'
' nized -by other researchers (National Academf'of Sciences
1976; Keniston 1977)-and by policy analysts as well as parents

responding to the Unco survey. Support services these barents

said they would most like to see provided by the government

were "a referral system where parents could get information
hY : ¢ N
about screened and qualified people and adencies to provide

child care.® {Unco Suivey 1975)

While information and referral (I & R) services may -~

be provided"throuéh Title XX without regard to income, few
states have opted to do so for child care. A three-year

study of child care I & R services, Project Connections,

.&

funded by the Admlnlstratlon for Chlldren, Youth and Fami-

lies (ACYF) and the Ford Foundation, estimate that there are

L) T .

6,390 organizations in the United States prov1d1ng some
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B O i
child care I & Rasérvlces. Only 4.1 percent of these agencies

) ; }
receive financial assistance from industry. (Project Connec-=

-tidns 1980)

* Employer support of I—é R services has the potential
of providing employees with greater access to a better planned

-

and coordinated child care system that includes more choices
at higher levels of quality. Such improvements to child care.

services in the community would have obvious benefits to

3

other ‘consumers of child care.
Employers could fund community-based I & .R égenciestﬁ
) . 5 ) e
As a one-year pilot project, ‘Gillette Company has implemented

a telephone hotline for their empfloyees to the local Chlld

Care Resource Center. A firmmight also internalize “the func-

~

tion by hiring an individual to provide child care information.

This could be housed in personnel, as occurs at Steelcase, Inc.
in Grand Rapids, MI, or in an Employee Assistance Program
(EAP). Designed primarily. foxr counsellng of chemlcally
dependent employees, EAPs cover an estimated 6.2 mllllon
workers in the private sectot. (Brasch 1950, p. 6) Honeywell,

Inc. felt their EAP was the most appropriate place for child

care I & R services. Counselors are also able to address

' [y

other child'and family—related problems affecting employees.

ther mechanism for dealing with Chlld care infor-

M

mation needs is -for companles to -=arrange for parent educatlon

AN
]

- - +
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seminars at the workplace. The Texas Institute for Families
currently conducts Noon Time Seminars in more tbandbo com~
,paniés throughout- the state. These hour-long, brown bag
seminars age offered at the workplace and cover a range of
parent~child tpéics, The Center for Parenting Studies at
Wheelock College also conducts noon time seminars at some‘ .
downtown Boston banks, as do a gro@ing number of mental health
and family therapy organizations. Most unique in its sponsor-
ship and format is the Executive Family Seminar offef%d to
M.B:A. students and their spouses‘at Harvard Business School.
Taught by psychiatrist éarrie Greiff, it prepares the manager
of tomorrow for the céméiexitiesAdf combining family and career

for self and suboxrdinate.
2. Employer Responses to the Need for Financial Assistance

3

. _
Parents are sometimes unable to afford the child care

arrangemeni of their choosing once they have located it. As

>

a result, children may be placed in care that is. inappropriate
for their needs or inconvenient for the parent, A high level
of guilt is typically reported by women who leave their chil-

dren under someone else's care during the day. (Unco Survey

4

1976; Family Circle 1977) Dissatisfaction with child care

. .
arrangements may cause even greater strain for the parent.

~

The subsidization of child care, eﬁabling the purchasepof
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quality care, may reduce parental‘stress.

The gogt of child care depends upon a number of fac-
tors; the type.of child care used, fees charged by. the pro-
Qider, number of hours care 1is used, nuﬁbers and ages of
children gnd‘incomg of ‘the parént and néighborhqod. The
Unco survey explains tha? child care costs and standards are
more influenced by micro-community standards than the market
for goods; i.e. child care in a 1ow—incomé_neighb6rhood will
cost less than that brovided in a more affluent community.
The survéy concludes that people pay what they can affogd SO

that generally, the higher the income the higher the price

"paid for child care. (Morgan 1981) Based on Department of

" Labor projections, Dr. Richard Rﬁé@ﬁ?rpresident of Bank Street

‘College of Edwucation, contends that,dqy care éosts range be-

¢ 4 . .
tween 9 - 11 percent of the total family budget and remains

"the fourth largest budget item for the family, less ‘only than

"food, housing and taxes. (Morgan 1980, p. 21)

Problems associated with the cost of child care can .
be eased by the émployer offering to pay for a portion of the
cost through a voucher. system. Poiarbid is one of a handful
of companies currently offering such assistance., 1In operation
since 19§2; Polaroid pays a percentage of the cost of care on
a sliding scale for employees with incomes of less than

$25,000. The pefcentage of reimbursement remains the same

)"\_____




regardless of the cost of care selected. Approxlmately 150
empioyees per year take advantage of this opportunity., The

Ford” Fodndatlon in New York has a similar program, while

=

Measurex Corporatlon of Cupertlno, CA offers a $100/month

" stipend to employeés as, an incentive to return more quickly

from maternity leave. . oL

A voucher system‘hay help parents defray a portion of
the cost‘pf'eare and ma; also‘encourage the expansion and im-
-proVement of cnild care'services in the community as providers
compete for the new market of paying clients. This might
also be solved by the cerporate purchase of child care slots

in a few local programs: in the community.

‘The provision of information ox financial subsidy is'
‘approprlate only when the supply of existing child care is

sufflclent to meet the demand. If not, the parent may need

services and the employer may consider dlrect provision of
a

needed services.

3. Employer R€soonses to the ‘Need for Sekvices

For many, initial thoughte‘about employer-sponsored
child care turn to a work-site day care center. However, the
success of these programs is mixeé! in pért, due to
the fact.that parents may neéed or prefer services of another

type.- They may prefer family day care or need before and
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after school care or sick child care services.

“«

If parents commute to the work site, they ‘may not
want to travel on public transportation during rush hour

with their preschoolers. The Unco survey found that parents

¢ S 5

prefer thelr child care in their home nelghborhoods and prefer
more informal care arrangementsfsuch as fam11y~day care,
especially for children under three years of aée.

If a center'is to be built, it may be on-site and
run by the company, a non-profit organization or a profit-
making chain of centers. ﬁhen a firm does not HZQe enough
employees Qho prefer an‘on—sité center, the company might

organize a group of firms in'+the area to. pool the children

of their employea perents. In Washington, D.C., five tele-

-«
vision and radio stations each made $7,000 loans to establish,

a center for tHeir employees. It is housed in a qeargy chufg
: e
convenient to all employees. ¥

>

Another set of needs and responses exists regarding

the school-age child. ‘Working parents have partidular .diffi-

culties when school is not in session, such as durling holidays

<

and summers. In response, Fel Pro industries in Skokie, IL

provides a summer day camp for ‘employees’ chlldren X}The

dlfflculty might occur on a moment's notice when "s ow days"
are called. The 1981 financial plight of the Bostd city,

schools almost ended in an ™Mextra" month of summer. This
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would have posed considerable strains for working parents,
;, . for there are few solutions available for emergengy care,
€hild care~probiems related to school~age children
: occur because school may begin after parents start work and
end before they finish‘ Public schools often do not- provide

the klnd of structured activities needed by chlldren ages

5 - 12, Before and after school programs may be needed

either in cooperation with the schools or based’elsewhere
= : \
in the community. ) ‘ b y

© ", "

1

It is difficult enough to arrange child care on a
regular basis, but when emergencies arise, such as the ch1ld
becomlng ill, working parents_have. few options. but to stay

home and miss work.

I3

- ) ’ Day care centers are required to have quiet, semi~
isolated rest areas for.children. Howeuer, if the child's
illness is contagious, it is best that he or she not reﬁain
. nearby other children. i .
An approach being tried in Minneapolis and Berkeley
is for the company to contract with a local agency that sends

health care workers into tHe child's home. This is far more

t convenient for the parents, more comfortable for the child
and more protective of other children than group care solutions,

However, as day care directors will attest, if the child is

sick enough not to come to the center, the parent usually




-

wants to remain with the child. ,
. /

. An effective solution to sick child care problems
ﬁay be the change of,personnel policies that would éermit an
employee to extend the use of sick leave for the illness
6f immediate family or allow eﬁployees a specified;numbei of
"person51 days" for attending to family matters. A study by
Catalyst (198l1) indicates that 29% of companies provide days
off for chi%dfen's illness. (p. 7) .

Jt should be noted that as aptions areréxplored, oné
continually tests them against the components of the frame-

work: management agendas, parent needs and community resources.

¢

4. Employer Responses to the Need for Time

-

If all needs for information, money and servicés are
being met, the parents! overriding concern may be the need .
for more time with their families or for more conveniently
arranged timq.l Analysis of the 1977 Quélity of Employmenth

Survey by Joseph Pleck indicates that "about .35 percent of

workers with spouses and/or children repdrt that their job

and family life ‘'interfere' with each other, either "somewhat

or a log. Interference occurs significantly more frequently

among parents than among non-parents." (Pleck 1979, p. 35)
An employer decision to offer employees more dis-

cretion over their working hours may relieve some of the
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"interferences." Alternaﬁives to‘sﬁanaard work hours may
occur through flextime, part-time work, job sharing or work
‘ at home, now called flexiplace, A

Flextime allows employees to choose the time they
arrive at work_and the time they leave, as long as they
accumulate the prescribed number of hours per day or week. .
There is usually a core time during which all employees must
be present and flexible periods of time when employees exer-
cise choice, Aithough @ore‘widespread in'ﬁurope, U.S. reports
indicate that in 1977, 12.8 percent of all non~government
organizations with 50 or more employees were using flextime,
covering approximately 5.8 percent of all employees, prLQ.S -
3.5 millién workers. (Nollen and Martin 1978, p. 7)

V In a Social Security Administgation experiment with
flextime, 75 percent of fgmale employees ‘reported that?new
schedules allowed them more time with their families even
though’ there .was no reduction in hours. (Corey 1980) in a
studydof flextime at the U.S. Department of Commerce, Halqy
Bohen sﬁrveyed fOO people, half of whom were on flextime and
the other half of whom were on standard hour§. People on
flextime generally reported less conflict betweéhghome and
work obligations than those on standard schedules. The oneé

who benefitted most, however, were employees without children.

"It would be naive to think flextime could create extra time
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for families and home life," Bohen says, "whén it only allows

employees to rearrange their hours." ({ibid.)

¥

A study of Families at Work: Strengths and Strains

by Lou Harris for 'General Mills, indicated that 51% of pro-

fessional women preferred working part—time. ‘Part-time work

more clearly offers additional hours for family involvement.,

.

Betweén 1965 and 1977, the number of part-time wofkers in~-

~ creased nearly three times as rapidly as the number of full-

i 4
0

time worker’s., Most of the increase was among women. By 1977,

v ¥

women held nearly 70 percent of the part-time jobs. (Smith
. LI v >

1979, p. 81) This is‘seen_as a consequence of the number of

working mothers with young children. ) : -

T 4 One problem witp<p§rt-time work is the need to pro—raEé )
employee benefits. The costs of gdministering and. providing
pro-rated benefits are usually hiéhe{ £ha§ for full-time em-.'"’
ployees. Accordipg to a°surve¥ of 180 companies, 80 percent
foeredrpart;time erkefs paid vacation leave. 3ust over

half offer sick leave, and life and*health‘iﬁsurance benefits.

£

The Employee Retirement Income Sééurity Act -(ERISA) requires

“that eﬁpléyees working 1,000 hours or ,more per year (about
half tim;)tbe treated‘alike and included in{a pension plan
'if the firm has one.“YNé%len and”Mar%in 1978, p. 111)

. An option yet_to be tested on a widespread basis, but

bromising in'terms of its flexibility for working parents is

o~

/

7. /
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work at home. It appears that high technology may be moving
us back to a form of cottage industries. Continental Bank
of Chicagd is conducting an experiment with“residéntia} word

processors by installing them in embloyees'ihOmes and trans-
14

mitting information over sophisticated communications equip-

ment,!
The options relating to the need for more time call
for more radical changes in the deflnltlons of work and tradi-

o

tlonal management practices.

- This framework and the discussion of the changes in

society around which it has been fashioned suggest the possi-

-

bilities for corporate involvement in meeting family needs.
The feasibility of a company adopéing\one of these benefits
or work policies will depend on. their rationale for doing so.

A range of perspectives on the motivation for corporate

P

involvement are now discussed in Part II.
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-
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'WHEN MEETING EMPLOYEES' NEEDS MEETS MANAGEMENT 'S NEEDS: ) g

THE RATIONALE ‘FOR CORPCRATE INVOLVEMENT INﬂQRMILY SUPPORTS

¢

The rationale for corporate involvement; in family

) o \ :
support programs is a question of feasibility. ‘It is ﬁirst
a question of corporate need: whether the corporation identi-

fies that need as its duty to be-socially respons1ble or, as

i
a specxflc management problem, i. €., a problem of self-interest.

Child care supporg is simply & vehicle which a corporation
may identify to meet a particular need. Once the corporation
identifies that as a potential vehicle to meet an identified
need, it must assees the feasibility of that mode to actually .

meet the corporate need. Assessment of corporate need is a

kesessary condition for corporate involvement, but it is not

aldne sufficient, !

\

The second criterion for involvement is the feasibility
T .of the\particular child care option‘to.meet the corporate need
-- whethe\\or not the option is effective: i.e., does what
it is_desi&hed to do. Can it recruit workers, can it retain

\ -
workers, can it increase worker productivity° However, whether

\
A

or not 1t can do the job for management w1ll depend upon
\

whether or not the\program is fulfilling a real need of the

employee. (In the wprld of employee compensation, the classi-
\
cal mistake is to supply a fringe benefit of an employee

dining room serving oniy steak and-potatoes to a staff which

A




is strictly vegetarian.) If it is useless to the employee,
7 ..
‘ultimately it is useless to the employer.
The feasibility of -family supports is a matter of -

-

accurately identifying an:interfacg of employer need and .
employee need éhd Fre§ting a m;de.of fulfilfmZRt which is
compaéible with both needs. 'quporate suitability assumes
employee‘suitabilityx i.e. that the érogram fulfills employeé's
need.

For the companies considering tﬁe‘féésibility of
child care, the initial distinction to be made is whether the
"need" or primary motivation beh;nd the effort is corporate
:socia£4responsibil£ty or‘self—interest. In the case of cor-
porate social responsibility, feasibility is simply a question
of whether child gaxé;can be provided; in the case of self~

ihterest, feasibility is an issue of whether child care, -can

provide a return to the company.

- -

A. Corporate ‘Social ‘Responsgibility

PRSI

According to Milton Friedman in 1972, "There is
nothing that would, in. fact, destroy the private enter-
prise system mére than a real acceptance of the social
responsibility doctrine." He added that if an employer

.

spends income for social purposes, "he is in effect

stealing this money from the shareholders." (Business and

Society Review 1978, p. 4)




~
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Responses made by large corporation executives in
. AN ¢ . *

11978 to Friedman's‘statement were varied. Henry Ford II

A

comménted that thé corporation—wasA“not‘wellvequipped to
sérve social needs unrelated. to its bus1nes% operatlons,
while Phllllp Drotnlg of Amoco asserted the predomlnant goal
‘of earn1ng proflts, but acknowledged that the corporation-

must also "help preserve an env1ronment in which profit is

-

poss1ble. Other executlves noted that the tradltlonal

function of busrness,,l.e., generatlng 1ncome and tax revenues,

already makes an enormous soc1al contrlbutlon. What is often

oA

ovellooked is that when prlMate enterpr1se prov1des for .

o

,.

SOClety s welfare, corporate self-lnterest can be served L

nCharltable glVlng helps create a more deslrable and attractlve

-

place to live and it becomes easier tq recru1t and reltain a.

PO

.

contented work force. A thr1v1ng communlty also has more
dollars avallable for buylng goods and serv1ces. ’

In 1978, corporate contributions 1ncreased by 22 per-\’
cent, reachlng \\total of $2 07 billion and measuring one
. percent of pretax net income. Health and welfare programs
which accounted for 37 percent (5255 9 mllllon) of contrlbu-

-

tlons were de51gned for employees as well as communlty members.

‘rThe New York‘Times reported $2.6 billion jn corporate giving,“'

1

accounting- for less than 6% of all philanthropy.” (See Notes)

A suruey of public affairs departments or corporate

Ty
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external relations found that six of every ten corporations

:engaginc in public affairs in 1980 had no such corporate

act1v1ty in 1970. (Phblic ﬁffairs Research Group 1951)
Shareholders were llsted as the top target, and employees

and the public were tred for second place. '

' Yet while there has beén growth in corporate giving.
in a relativé sense, lt has notfreached the allowable 5. per- .
cent of proflts limit wh1ch with the passage of recent tax
leglslatlon has been 1ncreased to lO percent Why has this

’

been so? |
In fhé Gonference Board's. report on the fresent State,
of Corporate Respons1b111ty, ‘they found that "’ndustrlal Coxr=-
poratmons are the largest employers .. . and the slowest '
co react to social changes." Thelr slow reactlon is probably
due to two factorsr 1), the managers are tradltlonally conser-
vatlve in outlook and preoccupled with profits; and 2) the ‘
natlonal and-1nternatlonal "spread of these firms makes it
difficult to have senlor management effectively communicating
with«company perSonnél." (197¢)

‘ There are some indications that these patterns are

changing and for a variety of reasons. First of all, managers

are chariging. Peskin, in The Doomsday Job, asserts that,

“The long range curse for business is'the inability to meet

~

tomorrow's management challenge: change. The immediate
. ;\‘ .

~




results are turnover and lost proflts," .concepts that “have

Q

\

'more impact than change because they represent a ‘more imme-

) dlate.threat. Peskin beleives that today's managers are

‘those "involved, altruistic . . . and protesting people"”

- -

of the 1960's whose tactics may become less theatrical but

- whose humanistic pﬁilosophy is not likely to wcne.

. | Toffler believes that alLNbf industry is undergoing

an identity crisis. Managers faced with public criticism

~

. . £y »
.and hostile political pressures are beginning to guestion

the goal of profit-maximization for the organization. Toffler

R

coﬂéludes that corporations ‘can no longer rema}h\exclusively

economic units. (Tofflef 1981, p. 229) The criticism is no

longer related only to underpaying workers, overcharglng

customers, forming cartels to fix p71ces. The public holds

the corporation increasingly responsible for everything from

air pollution to executive stress, from using poor populations

as guinea pigs in drug testing to racism and sexism. "A cor-

# . ; . , .
poration is no longer responsible simply for making a profit

- . °

or producing goods but for simultaneously contributing to the

solution of extremely complex, ecological, moral, politicél,

raciai, sexual and social problems." (ibid.,'p.’234)

As the pressures grow, so do the costs of not ‘res-

pondlng. "'éfefore, social responsibility efforts and self-

1ntevest can be served 51mtltaneoubly. In fact, some assert ¢

2

a
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that self-interest is what motivates corporate social responsi-

‘bility.'(BusinéSS'and Society Review 1978, p. 17) According

+

torHarrycLevinson, who espBuses a psycheanalytic qpproéch to
organizational diagnosiSJ‘companies will be responsive to .
child caré issues when there iS<"pain,"‘i.e., when there is
a problém that causes management concern. Michaél Beer,

"

citing the views of Beckhard and Greiner, said that "if there .
is one thing of which researchers are very ;ertain, it is that
organizations do change when they are under pressure and rarely
when they are not." (1980, p. 48) The need for pressure in
éetting the stage for chaﬁge is that it cieatés‘é stage of .
ré@diness or what Kurt Lewin calls the "unfreezingd stage,"

where old beliefs and values "lose their strengt@gin‘the face

\of data that disconfirm, the manager's view of his or the

- el

organization's effectiveness." (ibid.) - . -

Attention to family concerns at the workplace would
involve a significanf change from tra@itio?al}managemen; prac-
tice; While the company may be acting pqt.of a sensé of cor-
porate social responsibility, the pressure needed to cfeate
that change may be more related to corporate self—intereéﬁ.
‘Self-interest might. be recogn;zed as the result of both\i:ter—
nal and egterﬂal pressures, The érea@é; these changes are.
seen as having an effecf on inteérnal operations) the more

likely it is that corporate self~interest must be served as a

..

<
(&b}
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justification for actiof. As an element of both cause and

'effgct, what, tﬁen, is the nature of corporate self-interest

’ ¥

in considering the feasibility of supports to working parents? -
| ) Y.
| L
B. Corporate Self-Interest *
' ) ’ ) “y
. ' Daniel Bell says we have just begun living in the

post—iqdﬁstrial era. (1973) Toffler calls it the Third Wave.
We deﬁend on brain power, not muscle power as we did during
tﬁe fndus@riﬁi era. If labor and capital are the features
’ of‘industrial sOgiety,xinformation anﬁ knowledge are éhose
‘of the post-industrial, i.e. the storing, retrieval and
: pro?essing of data as a basis of all economic and social ex-
charges. (Bell 1973, p. xiii} « “
‘ This also means a ch;bge froma goods-producing society
to‘aAgervice society. Only 3& percent of the labor force
N

currently is engaged in manufacturing and only 17 percent of

those workers are on production lines. The remaining are

white collar workers, engineers, managers, etc. (Working Woman

P

1981) ’ ’ ‘ «

Breakthroﬁghs in riew fields of science (Quantum elec-
- tronics, information theory, molecular biology, oc anics,

nucleonics, ecology and space sciences)  create thg¢ technologies

of the post-industridl era -~ computers, data processing,

- aerospace; semiconductors and adygnced com-

4 M -




munications. (Toffler 1981, pp. 138-140) These are replacing .
" the classic;1 industries of Toffler's Second Wave: coal,

rail, textile, steel, auto, rubber and machine tool manufac-
turing. When the shift began in the 1950's, we began to see

a decline in. old regions like New England's Merrimac Valley,
while places like Route 128 outsidé Boston or “Silicon Valley"
in California (home of the éemi-cohducto;) zoomed into pro-
minence. The Sun Belt also thrives as heavy defense contracts

" feed the growth of its advanced technology firms.

1 3

The importanée of recognizing these changes for under-
standing the feasibility of employer-sponsored family- supports
.is that nearly all of the companies now providing child care-
related benefits and services, or expressing an interest in
doing so, Are pioneers of the post-industrial era (high tech
firms, medical instrument, chemipal or communications firms)
or are highly competitive in the service sector (hospitéls,

banking and insurance firms). 'And the major force behind

their efforts to provide famiLy:subpqrt,is clearly corporate

self-~interest.

ry

'

fﬁe problem common to thése high technoiogy firmé aq@
those in the serviée sector for which child care ha; been
chosen as a solution is a demand for labor. Thus, the use of
<¢hild care and family benefits a§ a recruitment and retention
tool is the first aspect of‘corporate self-interest to be

~

explored.




1. 'Child Care as ‘a ‘Recruitment ‘and Reterition ‘Tool

Because of changes in the workforce needs of our
newest industries, family benefits are oftén éhought of as a
way to attract new employees and compete for the highly
skilled worker. fhe changes in téchnology aré occurring at
such a rate that our educational system is unable to keep
pace with it. Among high technology firms around!Rou;e 128,

"talent is scarce, unfilled jobs are up and salariés are

climbing." The Boston Globé’(5/20/81) reports that it is(the
lack of trained people and not the economy that is the major
concern among computer, electrénics and mediqgl instrument
companies., Most of these firms are "growing at 25 - 35 percent

in revenues this year (and) increased their workforce by at

least 10 percent." (Boston Globe 1981) Continued growth is

expected because of the Reagan AdministratiQ?'s defense

technology spending.

.

. Wang Laboratories along the Route 128 circle of Boston
has” not only opened aﬁ on-site day care centér, but has started
to build a university to train computer technicians.

Another view of the economic growth potential of high
technology firmé is recognized in North Carolina. This state
became the second home of the. textile industry some 60 years

ago. They sponsored a number of the on~site centers opened

in ;he late 1960's. Most have since closed. North Carolina




is now looking to the microelectronic industry to lift its
'wage base and économy. High technélogy companies are being
lured by tax breaks and research centers sponsored by state
government. If successful, it is possible that the growth
of these high technology firms may make North Caroliﬁaua new
hot bed of activity in ‘employer-sponsored child care,rbécause
of the demand for 1abor‘tﬁey will undoubtedly experience.
The labor shortage within n sing exists not for lack
- of trained personnel, but rather bedause of the number of
trained hurses who are inactive or not working in hospitals,
They move 1nto regulatory and policy functlons or temporary
agengies lure them with higher salaries and flex1ble hours.
High technology and service firms, because they are
‘competing for talent from a 1imited labor pool, require extra- f
" ordinary means. of attracting and retainiﬁg qualified pe;sonnel;
The provision of employee child care supports is clearly withi£
the corporate se;f-interest because it gives management added

leverage in a market where high salaries alone are sometimes

insufficient to lure skilled labor. "

The widespread use of on-site child care centers at

hospitals'has been partiéularly successful in fulfilling the
demand for nurses not simply because most nurses are women
and bossibly mothers, but also because such employer-sponsored

services meet a real need of nurses which community-~based

-
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services oftéﬁ'fail to aadress: the need for child care
- during late-night and heekend hours when hospitals demand
nurses to work tﬂose shifts. ' .

The hospitals pfovide the best evidence that employer-
supported child care is a successful recruitment +and retention
tool, for it has been designed with that as its primary pur-
pose and the results are observable. The feasibility of
employer‘supports to working parents ultimately rests in its

capacity to solve the Rroblems at which it is aimed.

2. Child Care as.a Productivity Tool

- Corporate self-interest is only partly fﬁlfilled by
™ 4 :

.

recfﬁit}ng~aﬂd retaining skilled personnel. Once employees

are recrulted management is then concerned about -employee
‘ N
performance and product1v1ty on the job.

-
™~

Y .o .
Especially in reg§nt years,acompetltlon with other
hlghly 1ndustr1allzed nations such as Japan and France has

brought on an increased concern for Jproductivity. The economy
\ \\
has,also created a need for companies to mgximize the output

of human ‘capital because it cannot tolerate high iEVelg\of

~.

turnover and absenteeism. : \\\\

The assumption that provision of child care improves

productivity was mdde most poignantly in the movie 9 to 5 in

which -a corporation providing flextime, part-time work and a




tivity by 40, percent. Unfortunately, the research findings

- supporting a causal relaticuship betweern provision of child
care assistance and the amelioration of management woes is
hardly more substantial than the Hollywood versioﬁ.

The anecdotal evidence from existing programs is

A .
oveiwwhelmingly supportive of child care as a management tool.

by

According &S Perry's survey of 305 on-site centers (including
those in companies, hospitals and unions), the designated num-
ber of managers believed their programs accomplished the

following:

Table 1. On-Site Day Care Center Responses to Issues

Affecting Product1v1ty

Number of programs
. responding*

<

53 Increased ability to attract new employees
49 Loewered absenteeirm

48 Improved attitﬁde toward employer

40 Inproved attitude toward work

34 Lowered. job turnover

29 Improved community relations

*

* Percentages were not useful because a large part of the
Sample did not respond.

** Source.//Perry, Establishing Services Through the Work-
place (1981) uU. S. Dept. of Labor

i

. o

3
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These findings were confirmed by research conducted
- by Welfare Research, Inc. (1980) . However, they also spoke
to‘managers and based their findings on impressions and not
empirical evidence.
Only one company attempted an experiméntal study of
productivity gains as & result of the child care program, The
Northside Cchild bevelopment=cénter in Minneapolis, sponsored

by a consortium of businesses, spearheaded by Control Data,

- “studied 90 employees over a 20-month period. Thirty subjects

Qere mothers with children in the dey care program, They were
matched to a sample of 39 whﬁ'did not have childrer in the vrégram
ancd to another 30 employvees who had no children or grown chilgren.
The absenteeism rate fér day care mothers was 4.40 compared to
6.02 for ﬁohparticipants (the other two control gfoups combined) .
.The turnover rate was 1.77 forvgay care mothers and 6.3 for
those¢not in the day care program, both statistically signifi-
~cant differences. (Milkovich and Gomez 1976)

Empirical evidence supporting the bottom-line value Of
compahy—sponsored famiiy supports is scanty due to 1) lack
of research; and 2) lack of models on which to base the re-
search. This paper argﬁes that employer provision of family
suppor;s becomes feasible, first when it meets self-interest.
However, we do not yet have the tools or data to substantiate

"

~-such a determination. Therefore, we must look at other factors




affectlng the decision to change, 1nc1ud1ng the resistances

-

to developlng needed information.

£y

Family-Work Interface and Its Effect on Meeting Management

Objectives and Self-Interest

The reasons both for the lack of research on child care
as a management tooi and for the minimal existence -of employer-
sponsored child care programs are closely tied to the tradi-
tional reééons for the separation of work and family.

. In part, the traditional denial of any connection be-
tween family and work is due to an earlier overinvolvement on
the part of companies in the lives of their employees. During
-a brief period of welfare capitalism around the turn of the
century, compénies not only conzerned themselves with families
in their employ, but tried to control m in paternalistic
fashion. Companies such as H.J. Heinz and National Cash Regis-

ter sent inspectors into employees' homes to make sure they

were adequate and respectable. (Kanter 1976b) One cannot help

but conjure up scenes from George Bernard Shaw's Major Barbara

where the eccentric¢ hero provided whole communities for his

employees in order to gain their loyalty and, ultimately, to

control them. »

Aside from this round of welfare capitalism, modern
Parsonian theory held that the separation of work and family

was necessary for the smooth and efficient functioning of




(

~

each. ‘The beiief was that their respective starndards were in
-conflictg where the family acted on mores, Vaiues and emotion,
the corpo;ation was motivated,Qy more objective criferia.
(Kanter 1977b) ' o

But, as our ﬁechnologies change, so do our values and.
behaviors. As the corporation bécomes less able to define l
itself as an exclusively economic unit, the family finds its
sphere of influence eipandiﬁé as well., More than a third of
those surveyed in the Michigan Quality of Employment studies
felt that job and family interfere with each other. (Pieck et
al 1980) The effect of that interference is widely known on
the - sembly line as the 3:00 syndrome whereé mothers produce \
less and are prone to more accidents due to worry about their
children coming home from school éo an empty house. The ina-
“ bility of—compahies to remain immune to, family influences can
also be seen from research conducted by Dun and Bradstreet
who found a tenfold.inErease between 1974 - 1975 in the number
of companies with ekecutives refusing to transfer.‘(Gre;ff
1980) The problem has been recognized by companies such as
Ciﬁibank and Connecticut General Life Insurance which have
hired relocation specialists to help find jobs for spouses and
chila care for the childgxen. )
The reality; as Kanter describes it! is that'h%o part

of modern life goes uninfluenced by the structure of capital~

istic institutions," (Kanter 1977a) the family, of course,




being a critical link in the capitalistic economy. Cochran
-and Bronfenbrenner g« further to say that the "institut@on
with the greatest influence’over the future of éhe American
family in its child-rearing role is the world of work."
(Broﬁfenbrenner 1981)

¢

In the 1981 General Mills study, Family at Work:

Strengths“aﬁd Strains. (é. 38) 72 percent of working mothers
égreed:

Pecple who expect to get ahead in’ their
careers or jobs have to expect to spend
less time with their families.

\

They further reported that consideration of theixr families
Al . (f)') - -~
affected eémployees' decisions in the areas and-at the rates

below;

Table 2. Emplovee Response to Work-Family Conflict

A

To work certain hours 55%

How far to commute 38
Accepting a promotion ’ 38
How much travel to accept o 29
To transfer‘orfgelog?te ) ‘ 27

These sentiments are new...or at least, newly expressed.
Yet, today's corporate practices and the research on them have

paid little attention to the influence of family, or to non-

work characteristics in general.

Non-Work Factors. Peskin asserts that "thepersonal

66
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reasons for turnover (relocation, health, change in marital

- status, and the like) account_for a relatively small fraction:
of industry's turnover'crisis," (1973, pP. 5)‘He then goeés

‘on to acknowledge that jobs. do not eXist in a vaccuum, bas1ng
his contention on "studies (which) have shown that low pay, a
high proportion of female employees and the absence of a union

contribute to turnover, demonstrating that even relativelz

remote conditions 1nfluence the satisfaction people gain

from their work." (ibid.) [Emphasis added]
Why is being a woman considered a "remote condition"

with little bearing on satisfaction at work- when that same

"remote condition" is often integral to being hired for work . -

(a fact demonstrated by the clustering of. women into a few
traditionally female occupations)? It 1s important to acknow--v
ledge both the personal and structural reasons for this segre-
gation. )

In a study by Gowler, et al Xl969); of the relationship
between the effort put into work and the rewards recéived, it
. was found that women felt an imbalance because they did not
feel they were paid enough for the work they did A slight,
but important difference in men's reactions indicated a dissatis—
faction with having to.work too long for too little. Men com-
pensated for the perceived imbalanc:z of effort-reward relations

by working overtime. Gowler then acknowledges women's family

responsibilities -~ but only as the reasons for why she.cannot.
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correct the imbalance she feels by working overtime, as do

- the men., o
v -

o

This conclusion ignores a man's responsibility toward

“his family. It also belittles a woman's contribution to her
e .

work?\ Such arguments provide managers not only with a. pat
excuse to neglect family roles but, worse, with an excuse to
’perpetuafe inequity between men and women in work opportdnities
and wage rates. Furthermore, they highlight the sexism impli-

c1+ in prevalllng notions of family-work conflict: for a man

" the confllct arises when he loses his job; for a woman, wher
she takes one,

Most importantly, the Gowler conclﬁsions assume that
it is the family that must lose in the correction of an im-
balanee:\ if effort must ihcrease at work rather than rewards,
then the family, not the coﬁpany, pays.

The p01nt of this discussion is that the commonly ac-
cepted tradeoff between famlly and work may in the long run

be erroneous, for if family problems affect productivity, the

‘company may ultimately pay as well,

k]
™

That existing research does not tend tgrsubpprt such

Vot P

a'view is due to the factithat’most of the»Iiterathré*emphasizes

o

the intrinsic aspects of work as important to motivation and
* i

worker satisfaction. Widely held organizatibnal theories

ignore family-work conflict and bellttle the impact’ of extrinsic®
\‘Q

motivating factors such as fringe benefits (including‘child care

-

~
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snpports) as a means of amelloratlng management problems.

;Therefore, we are left without empirical ev1dence supportlng

the use of family supportlve benefits as effective management

R Y

tools and also w;thout a theoretlcal base supporting their'

potential. In the absence of 'such data, it is important to

explore in greater‘detail some of the theories of motivation

and turnover, to shed light on whethér or not, and why, the

~

role of families and extrinsic rewards, if not related to job

content, are, in fact, less valuable ‘to workers.

o

1, Intrinsic Aspects ¢t Worker Motivation

& N
The clas51c v1ew supportlng intrinsic factors of

¢

motivation ‘was developed by Fredrick Herzberg. Herzberg

asserts that motivation is sparked by factors intrinsic

°
P

R to the “job, .such as achlevemént, recognltlon, respon51b111ty

. v

and: growth or advancement. Benefits are just outsife stimu-

-

1ati0n, or what he calls KITA (Ki¢k in the Rear), which

will not provide the individual with the infernal "genera-~

tor" to persist on his/her own. Herzberg also notes the

transformed value of benefits into rights which he believes

further dilutes their motivatimg éapacity. (1968)

k\Herzberg goes on to distinguish the intrinsic

8 motivators that increase job satisfaction from stimuli in
. .

®

the job environment that reduce job dissatisfaEtion. These

stimuli or extrinsic elements, which include poliicy ard

-~ . ?
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and administration, work conditions, salary, status, security,

. YN . ~ -
etc. are krown as Hygikne factors. The important point made

repeatedlyfln the llterature is that job satlsfactlon ,and dis-

satisfaction are not oppos1tes. "The oppos1te of job.satls-
fa¢tion is no satisfaction and siﬁilarly, the opposite of job
dissatisfaction’ is not satisfaction, but no job.dissatisfac~-
tion."~ (Herzberg, p. 57) T ) /

If one accepts that satisfaction. and improvpd work
performanoe are the result of thingo pertaining only to job
content, i.e., to intrinsic factors, the quéstion is whether
dissatisfaction with extrinsic factors will also result in
turnover? Which céuses more turnoter -- the absence ‘of zatis-
faction or the presence of dlscatlsfactlon° *Amohg intrinsic
motivators or hyglene factoxs°

Oldham found that tﬂe intrinsic aspects of work ac-
counted for the greatest ﬁoétioh of satisfactién and dissatis-
faction, but were rated 1oW1in priopities aﬁod@ the female
laborers she studied. She,éoncludes that her. dissonance model

"brought to 1ight a crucial %lement in the understanding of

withdrawal from work. viz, the importance of looking. at non-

work factors,” (1979) i.e. extrinsic factors influencing

-

\
worker satisfaction or dissatisfaction. She believes that her

findings differ from previous research because tﬁéy concentrated

"on job factdrs alone. - ; >

€




Herman, &t al demonstrated that structural -character~

istics Of the organization, as well as demographic background

- o

were related to employee's responses to their work environment,

They concluded that, - ) , .
Employees. with similar demegraphic characteristics
(age, sex, marital status, educational level)
reported similar-degrges of satisfaction with work
and job involvement, and experienced similar levels
of motivation. This unique relationship betwee?
demographi¢ characteristics and psychological !
responses suggested that employees perceive work
experiences through the lens of their own value
system, possibly even to the point of shaping
their working conditions to fulfill personally
desirable ‘outcomes. ",

- The ,demographic profile appeared to be repre-~ .
senting a syStematic response orientation which -

’ was not related to the objective characteristics -
of the employee's position in the organization.
Such a response orientation is probably not tied
to any specific work environment, but rather may i
be based on a personal value system culled from '
past experiences in both work and nonwork settings.
[(1975:228] .

~

The personal vaiue system which people bring with them
to work results also in a set o? needs, specific to each indi~
vidual. The more systemic approach to 6rgandzatid?s, as that -
espoused by’Michael Beer, holds that need is £he springboard

of motivation. "The capacity of an organization to meet indi-

vidual needs is*heavily dependent ‘on its ability to survive

“.and prosper in its environment." (Beer 1980, p. 1) The ability i

of an organization to achieve its goal ‘will depend on the con-,

gruence between people, process, structure and environment.

i




In an analysis of family-work interface among executives (al-

" though applicable to _ower wage-earning employees as well),

Greiff and Munter conclude:

The executive, the -family and the organization
will be useful to each other only if they choose
to make mutually supportive tradeoffs. And if
this triadig¢ relationship is to function effec-
t1vely,.as At must, then each member must recog-
nize and meet the needs of the others. This '
, : will requ;re adequate time, education, dialogue
and a genuine willingness to collaborate. The
« integration of business and personel life can
only stlengthen the family and make the corpora-

tion more vigorous and useful in the community.
[1980. 228]

Beer goes on to say that unléss the organization "pro-

vides for a satisfying quality of work life . . . it will ulti-

B}

mately be unable to attract, keep, motivate and influence

employees.” (1980, p. 1) The Quality of Work Life literature

> 4
includes extrinsic rewards as a contributor to performance,"

.

s . cae .
asserting that such rewards have the ability to improve pro-

-ductivity over the)longerun and to satisfy workers. Lawler

M

finds no one reward the most effective, but shows promotion,

pay and fringe bénefigsiﬁo haQe‘the greatest impact on quality

i

Qf work life and organizational effectiveness because they are

-
-

1mportant to most people. = . ‘, . v

a

Yet, 1f we look at the hlstory of frlnge beneflts, the.

reasogs for thelr adoptlon and growth and how they relate to

Qgges,‘we find that they are not, in most instances, rewards,

. because they do not relate difectly to the work performed.

. &

.

-
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Perhaps witﬁ outstanding performance, one is rewarded with a

"bigger desk, season tickets to basketball or permission to

b

work at home, and suchrewards for success in performance

actually may iead_to increased time spent with the;family.‘
However, a child care benefit is not intended to re-

ward employees for having children; it is intended to protect

the employer against lower productivity by employees due to
family-work conflict. And if t;gd to a recruitment efforé,

a child care benefit clearly'cannot be proffered as a reward

because new récruits have performed no work as yet for which

S

they can be rewarded.

Therefore, to better understand the purpose of*a child
care benefit and-itg ability to meet intended goals, fringe

benefits in general -- their history, practice and role in

‘employee compensation -- must be examined first. What first

must be established is not whether a child care benefit can

-

be used as a recruitment and retention tool, but more broadly,

-~

whether benefits of aﬁ& kind can serve that purvose.

3. The Changing Role of Fringe Benefits in Emplojé; Compensation
; 7

~

Many of the basic fringe benefits were 6ffered before
1900. Gratuitously\given, they were discontinued- in the early
1930s due to the Depression. During the mid—l93OS, organized(
labor used the backing and protection of the Wagner Act to

make benefit demands at the bargaining table.. Concessions were

+
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made by management as évmeans to expediency, but also because
- the war-time tax structure was designed to confiscate exces-
sive profits. Regarded as con££ibutions to the health and
welfare of employeés, fringe bené%its were considered legiti-
mate business expensés, and were therefore nontakable. (Wis-
tert 1959, p. 2)

Wage controls requiféd by the Stabilization Act of

1942 prémpted the rapid growth in benefits during World Wa}

II. (Deric 1967, é. 10) The Inland Steel decision in 1948
madejwelfére and pension plans bargainable items and prevented
management from altering benefit plans without union negotia-
tions. This also\gave‘impetui>to the 1949 union pension drive,
so thatﬁbetween 1949 and 1952, fringe behefit costs rose by

60 percené.d(Wistert, p. 4)

) The Korean War also was accompanied by wage stabiliza-
tibn‘controls and benefit increases. - gince World ﬁar II,
salaries have tripléd, but benefits have incregsed in value
sixfold. (Deric, p. 10) 1In 1975, the Chamber of Commerce
estimated that‘penefiés constituted between 35.4 - 51.8 per-
cent of péyroll. As many have observed, if the growth rate
continues, the paycheck may become the fring%/benéfit. To
reflect this phenomena and concern, fringe benefitsféxe now
referred to as "employee benefits,” ’

The purpose of employee benefits hrs been clouded by

its relationship to wages. Shortly after World War II, em-
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ployers protested claims for unemployment compensation among

-laid off workers on the grounds that benefits were wages. If

benef%ts are indeed wages, then an unemployed worker receiving
terminal fringe benefite (i.e., wages) is disqualiggeé from
collecting unemployment compensation. (Allen 1969, p. 205)

However, from their earliest de&elopment, benefits
apparently were not co. ceived as wagesy,Or payments. attached
to service, for they related invariably ‘to compensation for
10 work -- holidays, leave, eeverence'pay. Benefits are
"related'to actual service only to the extent necessary to
effectuate thei£ social purpose." (Allen, p. 30) ‘

Unions warn againsf the substitution of benefits for
wages and have often made attempts to define benefits as an
eerned-right as are wages. To succeed legally, they had to
win unqualified eligibility to receive benéfits for all em—
ployees who gave service. .They were unsuccessful in these
attempts because eligibility for benefits is not based directly
on service, but on the need for the benefit, to be paid only
as the need arises., If an employee doesn't serve on jury duty,
he or she does not geézpeid for it. No matter wha? the length.
of service, an employee's survivors will not receive death
benefits if the employee does not die. (Allen, p. 240) -
Perhaps the best way to dlStngUlSh wages from benefits

in their ability to meet employee needs is that wages create

a standard of living, while benefits protect that cchieved




standard of living. These protections occur in the following -~

- ways:

1) Penalties and premiums are offered to establish
and enforce standards of work performance. They
provide incentivVes and a measure of job security.

2) Provisions for time off without loss of income
. . enables the pursuit of career development or
leicsure time. :

2

3) Economic hazards such as illness, unemplo§ment
and old age are protected. (Allen, p. 27)

4) Reduce taxes by (a) deferring a portion of in-
come till after retirement when taxes are lower;
{b) allowing the use of capital gains to take
advantage of lower taxes; and (c) offering
benefits that eniployees would otherwise have

to pay for with after tax dollars. (Deric 1967,
/ p. 10) .

. - .
Whether eTg}oyees consider benefits rewards or pro- .
tective aids, they increasingly seem to regard them as entitle-
ments. Most workers expect their employef to provide fof
their social well being. Kanter astutely observes that the

_ . slang for benefits is "bennies," also slang for a type of
. . addictive drug. (1977b, p. 40)

Mostqof these attitude changes relate to a transfor-
mation of the employer-employee relationship. The labcr force
1s more highly'eduéated than before, less tolerant of adverse
working conditions and less reticent to express its demands

to management. The most telling example of this trend can be

seen among the striking air traffic controllers. The New York

Times (8/16/81) depicted them as "the new kind of American

worker . . . who will increasingly demand the respect and

\
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status traditionally accorded white collar workers." The
“article goes on to quote Robert Shrank of the Ford Foundation
who commented, "Here you have guys making $30,000 a year or
more and their basic complaint is the insensitivity of manage-
ment." It marks the first time American workers have given

ey

,jobs}because they were mismanaged.

I

The w'gk policies founded traditionally on therneeds
of the male b:ekadﬁkmer are inappropriate for thosé women com-
pris}ng nearly half of the labor force téday. In addition,
inf;ation and high taxes have underminedthe incentive value
of cash compensation, (Deric, p. 10) so that "thosé who now
’ﬁire the labor of others must take on certain social responsi¥
bility pertaining to the ﬁeeds (of employees) off the job and
in the society of which (they) are a part." (Allen 1969, p. 267)
Helen Murlis of the British Institute of ﬁanagement
depicts these changes and demands in the following wéy:

o

(1974, p. 4)

Figure 2. ] — — — — - - _— -
i enlightened govt.: dissatisfaction
Changes in bhanges in - mgt. policy I _ gap |
ae 7 —— Sl S LS LX.
[technology social value “P|Tncreased social -
; . lexpectativns
S : .

The increased social expeétations directed towards
2mployers result in demands for more benefits. The question

that remains is whether the meeting of employee expectations
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with new benefits is capable of meeting the employer's expec-

* tations for a return on its charity.

n

In light of Expecfanby Theory (Lawle? and Vroom), we
find thatvbenefits are indeed capable of motivating employees,
when attentign is paid to the attractiveness of the individual
benefit to the employee. "The motivation to behave in a

. given way is a function of a) people's expecténcies or beliefs
about what outcome or rewards are likely to result from their
behavior an¢ b) the valenée or attractiveness indiviauals
attach to the outcomes or rewards as they estimate the out-

comes abilify to satisfy their needs." (Lawler and Rhodes,

1976) ‘ - )

o

And if the effectiveness of the benefit depends on its
ability to meet individual needs, it is not just provision of

child care per se, but the provision of a specific child care

benefit finely attuned to the individual needs of the employee

population that will enable the benefit to fffect its purposé.a

"
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ASSESSING THE FEASIBILITY OF FAMILY BENEFITS

AS A MEANS TO MEET MANAGEMENT OBJECTIVES:,

<

A CASE STUDY
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THE BANK OF SUBURBIA CASE STUDY

A. The Framework for Analysis

2

The theoretical investigation of parent needs and cor-

\ porate rationale for provision of work policies that support

the family creates a practical framework for a feasibility
} 3
study of employer sponsorship of family support programs as

means of meeting management objectives )

The framework is to be used to answer° 1) whether

aAy kind of a family support program can meet management ob-
jeétives and 2) what specific form of’family assistance will
be wost effective in meeting management objectives. If all
ot t%e questions listed on the right side of the framework
(Table 3) are answered in the affirmative, then it should be

conclude//that provision of a family benefit or service will

accompaish management goals.

| There, is no criteria for determining the form that a

-

‘working parent 1n1t1at1ve should take. This is due to the

complexﬂty and uniqueness of each family, company and com-
munity. The final selection of an option will depend on the
confluence of .interests serving management agendas, parent

needs and community resources.

This framework forms the basis of a feasibility study

‘conducted at The Bank of Suburbia, Massachusetts and specifi~




Table 3. Framéhork for Analysis

4

Process for Determining Whether Criteria for Whether to Proceed
to Provide Family Support Benefits With Family Support Benefits .
I Identify Employer Expectations: I Can Provision of Benefits ///‘
The RationgleKfdf‘Invélvement* Serve Emplover Interests?
A. Identify areas of self-interest A. Are the identified manage-,
i.e. the management problems at ment problems family-related?

which- child care’is aimed.

B. Identify the feasibility from B. Is is conceivable that a
an employer perspective. change in benefits or per-
" ) ) . sonnel policies.would solve
the management problem for
\ " some employees?
I1 Identify Employee Expectations: II Can Provision of Benefits
+ The Child Care-Related Needs of ) Serve Employee Interests?
Parents
A, Determine the interface between A. Are there eléments of work
the demands of family and work, and family life that are
i.e. what is the typical family plainly incompatible?
structure within the community? (e.g. centér closes at 5 pm
What is the nature of .the job? ' and work ends at 5:30 pm)
B. Identify the parent's-needs, i.e: B. Are parents' problems child
those that appear to influence - - . care-related?
work behaviors. (The four-need . - .* : N

. framework identified in Part I a . IR -
i would serve this effort.) . \’ L -
C. Identify the feasibility from a S C. Is it likely that a change
parent's perspective, ) in -benefits .or personiiel
policies would solve a parent's|
problems in applying for or
staying on a job?

(Table continued, next page)

+ . s o

x4 company that tends_to be sodiéily responsible and whose purpose in
prqviding child care is'to further that facet of the corporate culture
will not need to assess the rationale for involvement in the same way

as a -company attempting to solve management problems with provision of

child care.
. ~hE. Eil




Table 3 .continued - ‘ N

_Process for. Determining the Form That -
a Family Support Program Should Take 8

III. éelect the Appropriate Form of

Child care

A. Identify overlapping parent -
needs and management agendas.:

B. Examine the community-based: |

services for gaps and po- ‘
tential ‘linkages and partner- '
ships.- ; - '

C. Consider the options in*
light of other benefits and
work policies. -

D. Estimate the cost implications —
of the various options.
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.cally commissioned by The Bank in order to determine whether

t‘

or not an employer—sponsored child care program would address

the SpelelC concern of bank management to reduce its high

o~

employee turnover. ‘ -
This part of the paper outlines the hisrory of the study

as well as the recommendations made on the basis of its findings.

Mefhodoiogy.’The information needed to make the assess—

ment$ posed in the framework for analysis was collected from
a variety of sources. There were numerous discussions held
with the Vice President of TLe Bank and the Personnel Director

InterViews were held with alP Branch Managers, seeking their

—

opinions about the causes of teller tuirnover and theﬂefficacy

of mothers serving as tellers. Opportunities were taken also

<

to observe teller work and talk to tellers. Once.a sense of

the issues were obtained, the President of the Bank was inter-

o

viewed. . . .
. t o

N All émployees were surveyed regarding their opinions

about Bank provision of family berefits and their child care

needs and family-work conflicts. (More detailed information
> : A

about the'surVey appears in Appendix G.)
L4
Finally, personnel managers at five of The Bank's com-

. ) . s .
petitors were interviewed to make turnover comparisons, e.g.
P R .
their levels, costs and causes, as well as to learn about

other imitiatives being used to tackle the probldem. Most

interviews were taped and the Yuotes that appear in this sec-
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tion are verbatim. .

B. The Bank of Suburbia

r

-~

The Vice President and Treasurer of The Bank is res-
ponsible for many of the changes taking place Ehere.\ She*i's
the individual who initiated thétattack;on turnover and who
»spéarheads the efforts to try|child care as a sdlutiog. She
is a sharp woman and well pected by ;he branch ma;ageés and
the bank President. A

The Vice President is in her late thirties, recently

married and considering having a baby. She was acquainted. . -

-'with the notion of child care ang posed the idea to the bank

*

President. He offered his approval and the in&estigation

-

began in the fall of 1980.
The Vice President knew thailﬁearﬁy Stride Rite *had an
on-site day care center and also knéew one of Stride itefs’

board members. She used that coﬁnection to move up thé waigiﬁg
list for é tour of the Stride Rite. center. Mi;iép Kertzman,
Director of the Stride ﬁite center, is also on the boagq of

the Child Care Resourc. Cent?r (CCRC), énd she recpmmended .
j}at organization for further assistance in conduéting é fea;i-

Lility study. (I was at that time working with CCRC on their

efforts to involve the corporate community ;n ¢hild care.)

Ao

At our first’meeting, the Vice President explained

her reasons for considering child care and her hopes of start-
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" inag a day care center for empld&ees of the Bank. She‘félt
‘ that the hidh'turnover among bank personnel- prevented tﬁem,
from having & well—traiﬁed teller workforce whichk in tprﬁ im-
peded the overall mission of The Bank: to give good service
to custoﬁéfs: Thinking about the kind of person who is both
available and willing to work as a teller,‘béﬁk management‘
concluded that yorking parenls, particﬁlarly working mothrs,
might be approﬁriate. The Bank further assumed that the pro-
‘vi§ion of some kind of child care assistance would‘provide the
needed recruitment incentives and late; prove to be of equal
retention value. The feasibility sfhdy was conceived and de-
signed to test these assumptions. With this information as
a starting poin%, the investigation began.

'Ehe following review of the feasibility study presents

a mini-organizational diagnosis employing elements of Harry

Levinson's very detailed and r%gorous approach. It then applies

the framework as it apggafs—above.
In the first part is an analysis of The Bank's pruported

corporate rationale for considering child care -- its procli-

.

vities towaré corporate social\responsibility and how such. a
conéciousness is manifest in éhe corporate culture of The.
Baﬁk. This involves a special look at The Bank's environment,
its leadership, management style, logo and personality as per-

ceived by employees.

ﬂ i)




I. Bank Histdry and Corporate Culture

- The Bank was established in 1871 and housed in its
‘current location since 1922.- The Main Office building is

o -

'architectdrally beautiful, reminiscent of plush banks of. the..

earlier part of the century, with large landings overlooking

the floor and cathedral .ceilings.

The Bank has grown steadlly over the years, now bpera-

1 Ehd [}

tlng w1th four Franches in addltlon o the Main Office. They

rank fourth out of 165 Massachusetts banks in their liquidity.

Al
~
\

The Pres1dent attn;butes his success to aggressive cost con-

.

trol and assets management When most banks‘were hard hit in

-~

1975, -The Bank was benefitting from the fact that they did

% -

, hot loan out the money earlier received during the rush of

,deposits in 1973-74. They had invested in ‘short term assets .

and -received -a negative yield (highest rates of return for
_the shortest period of time). y

An officer of ‘The Bank attributed the success to the

‘-

good management of ‘the President, She said, "We are trying
to balance Gff earnings and growth., Growth costs you money,

’

so last year we went more for earnings than growth. We've
had gains when othets had.iosses. fart of it is sirategy.
The Bank isn't overstaffed. We are not overpaldi He (the
" President) doesn't drive a Ladlllac. There s very little fat."

The Board was described as 'conservative which is cus-

<




tomary for banks. It was also described as being in the/pro-
"cess of change. The Bank's logo is "The old bank with new
ideas...chénginq with the times." When asking bank managers

what they théught of the‘logo and whether it acg%rately re-

flected the tenor of The Bank, most réplied affirh&:izely

but also cautdioned against using the more progressive inter-
pretation. As one manager said, "It's supposed to say that
we've been here a long time, that we are solid, you can rely

on us to be dependable. We're not the first, but keeping up
Wwith the times.

o

(a8

B When asked to describe The Baek "as a person,"

(LeV1nson,1972 pP. 524) ‘managets responded variously:

A lot of different personalltles. Conservative:;
responsible; commitment to service; changing. '
Trying, to accomodate old values with the new
people to modern times. What you end up with 1s/
the best. of the old and the best of the new.
Efficient; service~oriented ;nstitutioﬁ. Has
personnel who are happy; comradeship; teamwork. -

Dependable; stable; predlctable. Now it is dynamic;
energetic, progreSS1ve, where 8 years ago it was
not prog—essive at all. Now it is young and vital.
. I ve seen it go Lhrough a revolution.
, We are in the process of change. A few years ago
-~ it was a little old lady, a little on the chubby

. ¥ side and sure, things are going fine., It's changlng .
[ now. You might say the little old lady is jogging
NN now., -

i

4 -

In summary, it would appeaf that The Bank is a

reputable finanéial-institution which cares first about its

%t

3




depositors, but which does not ignore the importance of em-

- ployees or commuhity. The connection between the ultimate
goal of improving customer service and providing for the °
needs of employees was. made by a highly respected Vice Presi-
dent on the basis of her personal as well as professional in-
sights. Perhaps nudged by personal feelings about having

her own children, as well as by her personal connections to
those with access to imﬁsfzgﬁz\information, she was also aware
of the Brpader issues relating to the naﬁuretof teller work,
fhe labor market and.issues of family and work inferface.
Most importantly, she knew how to sgi%\?er idea to thé Presi-

dent...and he bought it because of hiss- overriding concern

for the bottom line. . °

« In fact, tbé descriptions of The Bank aé.a person’ re-~
semble the personality and thinkingig% the new Vice Pres%dent
more than they do the President (alEhough some of the change
began to be felt when he started nine years ago). its "young,
vital" image juxtaposed to @ts traditionally conservativg bf’
havior seems éo convey a picture of a more decentralized 6rgani-
zar.lion. jHad The Bank a more centralized organization, the
description would have conformed exactiy to the person in
control. Cle;rly, the President has relingui§hed some control

and allowed the Vice President to pursue a rather new and unique

endeavor. The course of that inquiry will be directed by the

rationale for corporate involvement.
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C. The Raélonale for Involvement in Famlly Supportive

Benef1ts/Serv1ces

// HéYing understocd the circumstances of the case study,
thé/;easibility study proceeds as outlined in the framework:
/én identification of the rationale for bank involvement in
/ family concerns (employer need and expectation). The second
/// phase of the feaeibility study focuses more on the specific

concexrns of the empioyee population (parent needs and expec-

» » » » 3 " »
tations).- First, the two directions for rationale are examined:

corporate social responsibility and self-interest.

l.» Corporate 'Social Responsibility

)

An examination of the banking industry at large
provides a useful context for this analysis of The Bank's y \\
views on corporate social reeponsibility. ‘

The banking industry today is in the throes of
change and therefore somewhat troubled For example, the
money markets now involve companies which do not come under
the same federal restrictions as banks. This(development
creates the need for new competitive banking strategies.

Savings banks have typically competed on nontfinancial
. bases - new branches, customer convenience, and new of-
fices replete with fancy architecture, plush carpets, etc.

As President of The Bank explained:

Try to imagine,..a bunch of retailers had to
sell toothpaste at x¢ a package because the

-
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price was set by government. How would re—
-tailers get you to do business in their store

-} . . rather than in other stores? Location of the
' . . 'store and all the amenities, like piped-in
é A music, etcs Well, that's where all the compe-

tition has been in banking -~ for deposits.
Now all of a sudden they are phasing out these
fixed prices...when the regulations and sub-
sidies phase out, we are going to compete

more on a financial price basis...on an open
market...it is going to be very intense and
there will be some fall out. No one in this
business can afford to be doing anything that
they can’t. justify cn a botiom line basis.

As will be shéwnig¢his philosophy affects directly the cor-
porate rationale and henfeyathe fgasibility of a child care

support program for the Bank.
&
Others in banking express another sentiment described

earlier and echoed here by Harry Taylor of London's Institute

~

of Bankers: ,

...that one of the biggest challenges facing
private enterprise today is to show that it
is able and willing to mobilizé its material
and human resources ‘in such a way that it
plays a real part in achieving ths social ob~
jectives the community sets for itself...The
key to meeting this challenge is money and
pecple, areas in which banking is strong.
[1974:3%]

L)

The Conference Board (1980) points out that there
are three characterisLics inherent in the nature of banking
that explain bankihg's interest in cocial issues: "1) banks
'operatg within‘well-defined and relatively 1imited geographic
areas;\2) they are highly competitive; and 3) they serve a

universal market within their communities." Many of the bank's

v
K




programs addressing such issucs as minority businesses, female

o
&
- employees, housing developments, etc. can provide new checking,

savings and loan accounts leading té greater bank profits over
‘ ~
time. < -

LS

This sentiment is in contrast, however, to that ex-
pressed by’thelPresident of The Bank:

..+ lot of business. decisions: based on do-
goodism really are very bad for business in
thé long run. One of this industry's problems
is that for a long time the industry'was con~
fused about what its mission and goal was/is.

- That's one of the reasons that we have the
problems we do today, not the only reasons by
any stretch of the imagination, but it's one
of them. They regarded themselves, - savings

- bank institutions, as almost quasi~charitable
institutions as did the trustees and incor-
porators. I ‘can remember bumping. into presi-
dents of bunks who were telling me that they
were proud ithat they had made that loan for
less interest cost than somebody else did.
And you have to ask yourself, "Who are they
serving?" Certainly, they are serving the
borrdwer; but were they serving their insti-
tution long run? Were they serving their
depositor? Now they can't pay the kind of
inhterest rates that their depositors want be~
cause they gave money away to some borrower
8, 15, 20 .years ago. They had some of their
priorities mixec. up. ) T

I think in making business decisions .about

child care, that it has to-be within the con-~

" text of any business$ decision - it has to make
sense from a business standpoint, long run.
It's going to benefit your Dusiness,  it's
going to enhance your profitability, your

L., success over the long run.

While The' Bank accéﬁ%s a role in being socially ;esponsible,

it is clearly more motivated by the bottom~line.
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2. Corporate Self-Interest: Reducing Employee Turnover

.

o

The Vice Presideht initially expressed concern about
turnover among tellers. "It thus becomes necessary to examine
the nature of the turnover, i.e., the "pain": its severity,

-

costs and causes. «

Price defines ‘urnover as the "degree of individual
moverient across the membership boundary of a social sys?em.“
(1977) " Turnover is both voluntafy aﬂgyinvéluntgry, though
mostly it is voluhtary. However, records do not make this
distinction gccuratély Qg:ause employees do not want a dis~
missal on their record and the employer does not want to pay
unemployment compensation, Therefore, most measures of turn-
over do not make the distinction between boluntary and invol-
untary and include the'tgtal loss experiented by the company.
With that limitation in mind,'turnover is typically measured
by the number of employées leaving and the number remaining
(the on-roil count) each month. (Formulas used in assessing

N

turnover for The Bank appear zn Appendix B.) N

" Levels of Turnover. Quarterlysreports from five

}consecutive quarter§ indicate that during each périod of i980¢3
The Bank lost nearly one-quarter of its total work force. This
means that The Bénk sustained a 100 percent an;ualized turnover
rate for the year. The highe;t rates for each quérter occﬁrred

in the Savings Department which includes tellers. (Quaf%eriy

- | g
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reports of turnover may be found in Appendix C.)
Abcording to personnel records, 'of the 67 newlemployees

hired during 1980, 24 stayed'through the first quarﬁer of 1%81.

This loss of 65 percent of those hired in 1980 occurred. largely

am?ng tellers. Ahong 27 exit interviews reviewed, 17 were
tellers. Ten of these gel}ers.remaiﬁed 6ne year or less.
While tellers account for about 25 percent of the total em-
‘ployee population, they are represented aisproportionately
in the turnever rate. s “ .
Th ngoblem of‘?urnovgr among tellers is coﬁmon to
most banks, particularl§ in sﬁaller,)éuburban banks competing
with the higher wages offerea‘by the downtown banks in nearby
cities. Fred Foulkes of Boston Unive&sity Schocl- of Management
estimates turnover ratés of 70 - 80 percent asééommon to banks.
Three other banks of comparable size to The Bank and serving
the same suburban area, est@mated‘their turnover rates among
‘tellers to range between 50, - 60 percent annqally. A larger
dowhtown bank with three suburban branchés.reported lower

"

turnover rates (approximately 32 percent for tellers) and

>
.

higher starting salaries.’

The Cost of Turnoyeri The cost of turnover involves

both tangibie and intangible factors. (Peskin 1973, p. 72)
Intangible factors include those results of turnover that
+ negatively affect productivity and, in the case of banks,

that might mean fewer cash transactions or decreased accuracy.
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These factors, whose effects are largely,imneasurable, include
fdecreased morale, missed-schedules, breaking of work teams, ¢
and lower'productivity.of new replacements.

o Tangible factors include employment expenses, breaking-
in costs, start-up costs, training costs, separation expenses,
short-timer costs, social'securitu tax payments and unemployi
ment insurance contributions. (ibid;) Many of these costs are

difficult to measure precisely, but estimates are poss1ble and

have been made for those 1tems appropriate to The Bank turnover

. = d

among tellers.
Most items were taken directly from the budget as
shared by the Vice President. Others were estimated with the

help of branch managers and Personnel. The per employee'turn;

o rrmee—nnn [P

over cost was calculated on the’ bagis of 45‘lost employees in
1980. The totals for 1980 were divided by 45. Though not all
45 employees were tellers, they do represent a significant por-~
tion of this total, Estimates based o6n 1980 figures show :

-

that each employee res1gnatlon and consequent personnel re-
placement cost The Bank $3563 -« a total cost of $16C, 341 per
year.’ (See Appendix D for 1tem;zat;on of-turnover costs.)

The Causes of Turnover. fbeufeasibility of a child

caré support program is being .considered in light of its .,

A‘ability to reduce turnover among. tellers. If the effect of -
9

Chlld care provision is to reduce teller turnover, then child

+

care must also *e a cause of teller turnover. 1In order,for

14
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child care to be a feasible solution, it must be part of the
" problem. But how much of a: part?
While the child care problem may—be'severe for the
individual parents who have it, fﬁere may be other.parent/ .
tellers who are not faced with child cake woes, and;.in/more

... cases still, there may be nonparént tellers.

RN ’ .
Child care thus becomes too narrow a research tracton which

to assess mahagement concerns. It is interesting to note

s A

that a major thesis of fhis paper has been that manageﬁenﬁ,
in ‘this é¢ase, %énks, looksat tellers only as tellers and not
as‘family membéés. It would seem séually‘myopic'to‘st:ucéure
(an inquiry so t;at it considered tellers only as parents.

. There must be aspects of teller work, or of teller work -at
¥ . : -
The Bank, thqt:make it undesirable as a long-tenured jobea

-

As supported ié theory,- there must be both intrinsic and
¢ ‘ '

extrinsic factors affecting teller turnover. What is the
1

nature of teller work and what are the possible causes of

high turnover?i

[y

- The Nature of Teller Work. As seen through the lens

of Studs Terkef and a tellexr he 1nterv1ewed the plcture is /

'

as follows:

- Wh#g I do is say hello to people when they .
com= up to my window. "Can I help?" And ’
tr%isact their business, which amounts to
takiing money out of their account. - You
maKe sure it's the. right amount, put the
depos1ts -on through the machine so it shows
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- : %
the books, "so they know. You don't really
do much. It's just a service job.

Nancy Rogers: She earns; $500/
month, At 28, s@e has been S
a teller ‘for six ‘years. {(Working, 1975)

“ B

As described;—teller work can be faifly mundane, yet.

>

' pfessureg.ﬂ Working on a te%ler line requirés job skills that

&

gan.bé learned fairly qpipkﬂy.- The sophistication of computers |

'mea9§fh decrgésed need for tsller initiativgi The teller‘jéb
fhmi}? ié not well devélgpéd, SO career mobility along a pa;h
téhéf\prés'rves}some teller functions is!limited. . -
%{ller wbrk also can bé annoying since a teller béars

the brunt' of customeis! complainE§ and impatience. Tellers
are under additiona; piessure to ‘be Quick as well as.careful..

{§=re

Lo,
Their errors become visible at the end of each day and
- &

used as the pr}mary measure of thgirﬁw@rk perform%nce. -,
These realiéies are what- make the te%}grkjob, especially

if poorly hanagedl a "doomsday job," i.e. a job witq‘hié% Eufn-

over. (Peskin 1973) Price's ¥eview of’Epé)research shows that

the job of bank: teller has a high potential for turno@er,

"based on .the fact that/le of . service is 50 consistently . -

related to turnovef beCause it seeins to be an indicator of
all five determinafits of turnover -- those likely.to have low
pay,\few close friends, poor information and little powexr."

(Price 1977)

Two characteristics of individuals shown to be highly

.
<




correlated with turnover is age and sex. Age is fdund to be
negatively correlated with turnover, such that according to
research, the typicallyc}oung bank teller woPld‘be much more
apt to leave in greater numbers than older workers. (Price
1977)- 7

While sex data isfinconsistent, the préponderance o%
data suggests that wpmen tend to have higher turnover rates
than men. Bank tellers are more often female than male, and
again, prone to higher levels of turnover.

Price found that a determinhant of turnover is pay,
where successively higher amounts of pdy will‘probabiy‘
produce successively lower amgunts of turnover. (1977) Blau
found that pay seems to be less attractlve to professionals
than nonprofessionals. This flndlng supports Maslow S
hiérarchy of needs which suggest that lower wage earning
employees are concerned with securlty needs while those al-
ready flnan01ally secure are motlvated by higher order needs.
As low wage—ea;nlng nonprofessional employees, bank tellers
would typically have higher turnover rates.

A very important fact in ‘the examination of The Bank's
turnover levels 1is that a large proportion of employees who
left did so in less than a year's time. 1In th or three
cases, turnover occurred Qithin a few weeks.

Peskin believes that "analysis may indicate that short

service is due to poor screening and interviewing, inadequate




orientatioﬁ, ;mproper job placement; ineffective training,

a practice of gssignihg the dirty work to newcomers, weak
sugérvisioq, low morale ?r interpersonal relations that make
it ?ifficult for a new hire to become a part of the group.
(pégkin 1973)

This supports Pettman's finding that—turnover i's high
where conéitions are such as to inhibit the development of
small group cohesiveness. Similarly, theC;bsence of formal
and instrumental communication produces higher turnover.
Formal communication about tasks and role performance is re-
lated to lower turnover, It is initially ﬁelpful in pro-
viding applicants with a realistic job picture. (Price 1977)

This becomes particularly important in Suburbia which

.

is located in a metropolitan area which has more college
graduateg/than any other part of the country. Seeking
"meaninéful“?mployment" but unable to sell their skills else-
where in the marketplace, the typical college graduate in the
cur;ent applicant pool usually has expectations beyond the
demands of a teller job. The younger, less mature, but col-
lege—edubated individual tends to see teller work as an
interim job. She or he is bound either to leave for more
'interesting, higher paying jobs or to return to school>or
perhaps to their out-of-state residence.

The issue of éppropriate expectations is crucial to

the consideration of teller turnover and relates to the need

for communications, as Price ddiscusses:

.. 953'.
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Where individuals Were provided with a realistic
picture of the job environment - including its
difficulties - prior to employment, such sub-
jects apparently adjusted their job expectations
to more realistic levels., These new levels were
then apparently more easily met by the work
environment, resulting in reduced turnover.
[1977, p. 74]

Much of the literature on nurse turnover indicates
that "expectancy incohgruity" as it is called, is responsible
for high turhover rates. It 1is attributed to the .fact that
as the education of nurses shifted from the apprenticeship
programs within thpitals to institutiods of higher learning,
nurses came to envision their prospective careers much dif-
ferently than they were in realit%. Expecting to assume the’
loftier "Florence Nightengale" role of caring for the sick

in primary care, they soon learned that less than 45 percent

of their time was to be spent in patient care.2 (See Notes)
The Personnel Director of the Bank indicated that the
expectations of the students entering the job market are
out of synch with the realities of the job market. She said,
"Unfo;tunately, a lot of students today are being sold a
bill of goods that when you get out of college today....
don't take anything less than $15,000 or go in as a manajer
trainee,..They don't Want to come in as tellers unless they
have fancy teller titles and a lot more money."

Of all the solutions recommended in the literature or

mentioned by managers, the importance of hiring the "right"

99
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person seemed paramount. Managérs at The Bank confirmed
> " .that a change in teller workforce might be an appropriate
" antidote to teller turnover. Yet, most managers interviewed
seemed to feel that there was no demographic profile that
fit the "ideal teller" and that the relevant attributes of

the individual related more to qualities such as maturity,

dependability, stability and personality than to demographic

data. For instance, maturity does not always equate with
chronological age. Thus, the ideal teller for one manager

_.was—a 27 year old.male, part-time studé;t. For another, it
was a 50 year old woman who has recently re-entered the, work-
force, and for yet another, the ideal. tellerx wa; a 40 year
old mother working part-time.

R

Are mothers with young children the ideal workforce

for The Bank? Most managers agreed that the characteristics
of a working mother were appropriate to the job of tellér:

. a Qorkiﬁg mother would tend to be more mature than someone
just out of college, and because she is family-rooted, ;ess
likely to mo&e. If mothers are, in fact, good c5ndidates for
a teller job, then two important questions to answer aré:

. 1) Can they be recruited?; and 2) Can they be retained?

In other words, what are the needs and expectations of a

working mother on the job, and how might The Bank address

them to meet its own objectives?
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The Family-Work Interface: Needs and Expectations of Parents

1. Can Mothérs be Recruited?: The Fotential Applicant
Pool -

While many surmised that high turnover is largely
the result of hiring the wrong kind of person, managers

»

at The Bank of Suburbia raised a variety of issues regard- "

ing the specific hire of mothers.
. / .

] Giﬁen the fact that Personnel rarely sees mothers
apply for a teller job, the first question to be asked is:;
Are they out there? If they are, are there legitimate
reasons why they might not apply for.a teller job? And
if so, is the absence of adequate child care a significapt
reason? ‘ . ’ .

Suburbia is a relatively affluent commﬁnity with
a mixture Of transient students, young married profes-
sionals, aﬁd elderly women. Suburbia ‘also has one of £he

highest rates of single parenthood in the state.

s Population estimates range between 54,000 and

©

. *
57,000. In 1979 there were ﬁ39 births in Suburbia, a
numbe; which has been declining with some fluctuation

since 1970.

* This range includes extrapolated .1970 Census dita
and estimates from the Suburbia Town Clerk.
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Table 4. 'Number of Births in Suburbia: 1970-79
1970 . . . . . . 547
1971 . . . . . . 444
4 1972 . . . . . . 378
{1973 . . . . . . 383
4 1974 . . . . . . 353 .

1975 . . . . . . 375
¢ 1976 . . . . . . 354

1977 . . . . . . 397 .
1978 . . . . . . 429
1979 . . . . . . 439

’ The low birth rate and a 24 percent elderly population .

indicates a fairly stable population in the near future.

o

Based on a formula for .the Rate of Natural Increase, which

is the birth rate minus the death réte, Suburbia's rate of’

-1.96 1nd1cates that the population will not see much growth.
Most of the migration that occurs will be attrlbutable to
the student population moving in and out of the area.
) The population of Suburbia is 57 percent female. The
fertility rate of £hese women 1s lower than for the nation as
a whole (7.7~compared to U.S. rate of 14.7). Tais may be
attributable to the large number of college students who
typically have lower fertility rates. (For a demographic .
profile of Suburbia, see Appendix E.)

Comparing fertilit§ rates withvlabor force participa-
tion rates lends some £§§1ght into the relationship between

motherhopd and women at work. In 1970, 53.2 percent of all

women in Suburbia over age 16 were employed (15,995 women).

102
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iore thah 40 percent of all marfied women were in the labor
force (4,475)! 40 percent of whom had children under 6 (1,785

women) . Broken down by age the labor force participation of

'

women' in Suburbia appears in Table 5.

2 o - -~

Y

L

Table 5. Labor Force Participation of Suburhia Working Mothers

<

; Number of Women % of Working Number of Working
Age ___Employed Women w/Kids <6 Women w/Kids <6
15 - 24 »7,008 ) 14.0 , 981
25 - 34" 4,005 . 56.5 2,263
35 - 44 . 2,796 77.1 2,156
over 44 2,186 - L — e

- 15,995 ©© 33.8 _ 5,400

* Data sources did not provide comparable age groups. . This
flgure was derived by taking the number of working women
in the 25 - 34 age group and dividing it by the total
number of women in the 26 - 35 age group. The inclucion
of 25 year olds who work 1nterferes with a more reliable
estimate.

As in the nation as a whole, women in Suburbia tend
to be postponlng motherhcod 1ater than previous generatlons.
" In addition, older women (35 - 44) with children are more
likely to work\than younger moéhers. Eighty-seven perxcent
(87 percent) of all women in the 35 - 44 age group are work-

ing, and 67 percent of them also have presch ol children.

103




In the 25 -~ 34 year old group, 35 percent of the total female
" population are working mothers with young children. The sig-°
nificance of this data for the recruitment potential .of mothers

is that about 40 percent of women aged 25 - 34 are not now

working. .
T6 state this another way, over one-third of women

in the most fertile age group are currently not working. Of

the 9700 women in Suburbia, agé 26 - 44, 4400 are working
mothers of preschool children. The remainder (5300), either ,
do not have children, have children over the age of six and/or

o

are not working. Given the affluence of the Suburbia com-

munity, it seems fair to say that a portion of these women
are not working. Statistics show, for instance, that 60

percent of all married women in Suburbia are not working --
0 : ) ; -
but this is for all age ranges.

.Nevertheless, such evidence does indicéte that an
applié;nt pool of mothers ;xisps. Given the existence of this
applicant pool -- which also may include those who are cur-
rently working but who are either dissatisfied with their
jobs, unéble to find suitéble eméloyment (e.g. teachérs); or are
desperately in need of child care assistance from their em- '

ployer if they are to continue working -- it is eminently

reascnable to consider z child care fringe benefit as a

recruitment tool.
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Sifigle Parents. The number of single parents in . .

-

Suburbia is also a significant factor in defining the po-

tential applicant péol for whom child care might be an entice-
ment to work. Suburbia public school officials estimate that .
the numbér of children in single parent homes }anges from
30 - 50 percent of éll school children.* This estimate
irndicates that of the 7922 children under 17 in 1975, any- -~ - '
where between 2377 and 3961 children in Suburbia might be . 4 ‘
living with only one parent. J )

The 1970 Census reported 14,é15 families regiding
in Suburpia. of these, 2,340 are female-headed householAs
(16.5 percent), 660 of which (28.2 percent) have children o
under age 18. National projections indicate that/the pro- W
poftion of households headed by women will incre@%e to 29

percént by 1990 from a level of 21 percent in IQ%O. If this
increase is felt by Subufbia, the number of femaie—headed
households will equal‘36'§ercent of all families in 1990.
The intereé%ing part of this projection is that
Suburbia is a town which caters go‘the single pqrént. Its .
facilities and’ services make it gn attractive community for

those balancing family and work responsibilities by themselves.

There is an excellent school system which runs eight after-

* These are not individual homes because many of these chil=~
dren may be siblings,
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*school programs that stay open untll early evening.
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is an abundance,of preschools and-day care "é’enters,.‘= Trans-
. % .

neighborhoods are)safe;and théwhouging

wAS

portation is good,

-

family units -- a feature unusual in a

.as affluent as Suburbla.' _ - -

r}—These £e étors may serve to- attract single parents to
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communlty or enmble recentlyﬁdlvorced parentszw1th cus-
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iCCRC Referrals. Calls made by parents‘%o the child

B ﬁ\.: - B s
i- UL

Care Resource Center (CCRCﬁ prov1de another data source for

w.«‘w

identifyihg'goth the potentlal‘applicant pool.of mothers for

~

“ﬁﬁe‘Bank and .the children for whom child care would begneces;

S

Since January 1981, one hundred mothers from Suburbia
and adjacent éommunitiesfwho,are currently working or looking

r -
for work called CCRC for assistance in locating and selecting

their Chlld care arranqements.

v

{(This 1s about 2 percent of

.

all working mothers with -children under age 6 in Suburbla )

Sixty-seven of these mothers were eligible for some public

‘subs1dy, indicating their generally lower incomes.

iy
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Tahle 6. Numbers of Mothers ‘Contacting CCRC Who
- : - Are Flnan01ally Ellglble for Federal Subsidy

-

* Tltle XX (old) e « o« « 33

* Tltle XX (new) e e . .12 .

AFDC e e e e e e . .12

A

B Head Start . . . .*. . 10

Total = 67 .

* Titl€ XX (old) is Federal legislation requiring states
to provide social services to those with up to $11,900
famlly incomes. ‘Title®XX (new) goes up to $28,420 and
uses a sliding fee.scale. See Appendix F for more in-
formation. ' : N

» »

&

These mothers were searching primarily for infant or

toddler care (94 out of 144 children for whom inquiries were

made were for children under age 3, or 65 percent). Another

31 children were of .preschool age. Eighty-nine of these

requests were for full-time care arraugements (64 percent).

FOréy—three requests were for part-time care (31 percent).

Ouef half of all requests were for dayrcare center care,

whlle q?other quarter preferred famlly day care. Nursery

N\

schools and babysitters accounted for the remaining requests.

These needs are consistent with a nataonal trend of increasing

demand both for center-based care and for infant and toddler

~

*

\ .
This trend is due largely to the somewhat delayed

child bearing ofxthe baby boom generation which has produced




now a mini baby boomn.

M

Table 7.

.CHild care Requests to CCRC from Suburbia

"Mothers During January — June 1981

?

o

2

-

Number of

Time -~

Number of.

Number of

Care
Requests Needs Requests. Preferred Requests
38 Full-time. . 89 Nursery-.Sch. 12
Toddler 56 - ° Part-time ; 43, .. . Day Care Center 74
Preschooler 31 Bef/aft sch. 5 Family -day care 33 -
School-age 14 Other 2 é‘Babysitter <l§
.* ) - ‘-‘W <+ T
TOTALS 144. + 139 135
- L U
r g .
* Totals differ because parents may ‘have called wiﬁh,general informa-
tion needs about programming without specifying their time needs
or the care preferred. . . :

@

-

+ Given that mothers on teller

salaries would qualify for

public assistance when little other income is available to

the ﬁamily, thé.needs and preferencés for ghild%care as ex- -

pressed to CCRC by Suburbia mothers may be con31stent with

those of the Bank' s potential 1abor pool of mothers.

Al

In fact, the Child Care Resource Center has received

L

calls from parents specifically ihtqreséed in kno%ing which

companies pfovide child care sé that they can apply to those
‘ N -
companies for a job.

Similar interest was expreségd By

-
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iﬁdividuéls currently employed by The Bank who plan to have
children within the nex t two. years. One employée commented .

on The Badnk survey:

My bonriendeand I have discussed having children

Y often. When we are married, I will most likely .

I be the parent with primary responsibility fox-‘

the care of the child. As such, the offering of
-day'care'or a group home would be an important o
factor in my consideration of where I work.

A portion of Suburbia's 5400 workiggjgpthers, while
already employed, ﬁeverless may f£ind it_di:ficult to balance
job and family without child care assistance. They toer may
seek out employeés who provide child care benefits. ’

In summary, the data confirms the existence of a po-

tential applicant pool of mothers in Suburbia who might apply

. for a job where child care is provi%gﬂz

* There afe 5400 working mothers with preschool
children, 33.8 percent of the Suburbia female
workforce. . .

* At least 2500 women aged 25 - 34 are not cur-
rently employed. Based on ‘Age<Specific Fer-
tility Rates, these women should have approxi-
mately 1235 children.

. * There are 660 Suburbia families in which the
mother heads a household with children under .
age 18, T B

®* Suburbia mothers have reached out to the Child
Care Resource Center for assistance in making
their child care arrangements and requesting
names of employe.s who provide child care. Most
are earning what tellers currently earn. -

Considering the small number of tellers (about 25)
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rhe Bank would actually be interested in hiring, the potential

applicant pool of mothers in Suburbia indeed looks promising.
While a job which meets their child care nreeds might

?e attractive to these unemployed mothers, éhe guestion still

remains as to whether these mothers are desirous of or suited

to teller work.

2. Can Mothers Be ReLained?: The Redlities of the Teller Job

How do, the demands of a teller job interface with the.
demands of motherhdod?, Can employers meet a mothe:fs need
for flexibilityoand meet its own objectivés as well?

- There are some realities of #he e?ler job. that may
support the kind of work environment“desired by women with
young children. There are also aspects of the job that do
Aot lend themsélves well to the gemands of ; family or to
the intérests of the kind of mother cur;ently at home with
hér'child.’

While it may be that mothers are more mature, anxious

" £8r contact with cther adults and less transient, a woman

-

H ~. )

- re-entering the workforce after a number of years may have

prohlens readjusting to the work environment. The pressure

caused by‘the respbnsibility of handling large sums of money.
‘ ~ . ¢
all day may be difficult for amy individual, but is particu-

larTy so for one who has been out of the labor force and

»

lacks self-confidence. In such circumstances, a mother re-




turning to work may require longerwtf§iniqg periods and
closer supervision. ) T - >
Although aware of this phenomenon, four bank managers

agreed that, onqg\?rained, these wdmen tend to be extremely

— o

conscientious and depeﬁaable workers. They attributed this

adaptability to their family and "career" orienta;ion.

Interviewed managers commented:
I think they [mothers] would be good. My éxperience
with older women is that they work very hard. They
appreciate the job much more than a younger person
who thinks, 'Well, I can just go out and get another
job.' . _

They just hired a woman with five children...and
I am very happy to get her because she has maturity.
She's going to come in and give me a good day's
work and go home. [She's] going to be happy at

her job and come in every day.. She's not going to
get involved with many of the/éhings that the
younger person would without maturity.

If you want just a plain teller; take a housewife
with children about 10 or 12. They can start
part-time and maybe go on to full-time. They are
not interested in becoming managers; they are
secure with their husband's income so they just
want extra money to spend on themselves or give
their children extra. These people are usually
quite intelligent. I do not believe they have

. ’ +the kind of commitment that a person who wants ~—_

- to get ahead has. They like to work their hours
and go home. You want a nice environment to work
in; they like to chit chat with people outside of
the neighborhcod. I don't think they are the
kind ' of people you can make demands on as far as
working overtime.

>

This latter point addresses another issue related to

a mother's hours. (For instance, The Bank has a requirement for

w0 e e
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‘"settlement time" at the end of each day and tellers cannot
run out without settling.) Deséite their overall dependa-
bility, working mothers are sometimes detained or distracted
by emergencies at heme. However, some managers recognized
that anyone, not just mothers, are sometimes faced with
emergency situations. In such cases, management's response
to an employee must be one of flexibility. Furthermore,
managers unanimously agreed they would rather tolerate a
mother's occasional family-related emergency than contend
with a short-term employee. .

The NMeed for Part-Time Work. Part-time work seems to

7

'be the most suitable for working mothers and, in today's
economy, seems to suit many emplqyers as we%l. ﬁetween 1965
and 1977, the number of part-time jobs increased three times
as fast as full-time jobs. In many communities, especially
in suburban or labor-intensive areas, employers find in part-
‘timers a source of skills and talents that might not other- . -
wise be available. Part-timers are often more flexible when
work schedules need fo be expanded or contraqtéd; while -
full-time employees represent a fixed cost in slack times. . .
A benefit consultant from Towers, Perrin, Forster and Crosby
notes, "Part-time workeré can be a flexible advantage to an
employer in a variable economy."

The preference for part-time work has been documented

in a number of recent studies. The General Mills' study on

-
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Families at WOrk: Strengths and Strains (1981) found that

49 percent of working women and 66 percent of women planning
to work felt that part-time work would help them a great
deal and be preferred to full-time work.

The Bank cgrréntly has about 15 part-time employees.
The Personnel Directox exglained that some employee§ requested
part-time work. A survéy done by another Boston bank a few g
years ago detérmined the optimum staffing‘for each of its
b£anéhes.Part—timers-werg hired to help out at peak hours.
If The Bank were to offer permanent part-time work and also
offer benefits -- such as child care or sick leave that other
banks do notﬂ—— there is strong evidence to suggest that The
Bank would have a significant recruitment advantage over .its

competitors.*

The issue of part:%ime work is as much related to the

-

* Only one bank in the Suburbia area has tackled the teller
turnover problem by hiring a permanent part-time workforce
of mothers nine months per year. During vacations and sum-
mers, students serve as replacements. This program is )
essentially a form of job-sharing. For many years department
stores have provided "mother's hours" from 10:00 a.m. to
2:00 p.m., so mothers could tend to children before .and
after school, after which they were replaced by students in
the afternoons. Although begun one year ago, they have
already found that those hired as part-timers are choosing
to become full-time after awhile. Benefits are not provided
by this bank. The issue of pro-rated benefits for part-
timers is discussed later in this report,

s
bl




- ~-101-

retention of current employees as it is to recruiting a stable
workforce. Survey results indicate that among current em-
ployees of The Bank, 7 of the 14 planning to have children
said they would most likely work pért-time once ‘the child

is born. A part-time employee of The Bank best expressed

the mutual advantages of part-time work:

The Bank has be:an very supportive of my flexible
+work arrangement. Both part-time hourly as well
as only six months of the year. I believe the
rewards of finding an arrangement ‘such as I have,
.are mutually beneficial. The support I receive
enhances my attitude and encourages my perfor-
mance and productivity. ' ‘

A bank manager expressed her support for the feasi-

bility of a pargffime~teller workforce -in this way:

Maybe we 'could arrange to have more part-time

in the Bank if we really think this through... _
We will have to change the benefits. I would
enjoy part-time work, but the only thing that
keéps me away is the benefits because I know

I won't get any.:..I am sure we could figure

out a way to manage a part-time teller work-

force.

s,

The Need lor Extra Income. Perhaps the biggest

obstacle. to retaining working mothers may be. related to
salary. Where recent cbllege graduates may have unrealistic
expectations about’ the salary they feel they deserve, they
eventuaily settle for what the market offers. A mother,
currently at home and obviously in a financial position‘that

allows her to be, can opt not to work. If the salary is not

-

\3
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o

sufficient to cover the extra costs of child care and still
leave her with some money for her work, a mother will, more
likely than not, opt to remain at home. o

The salary issue is a particularly important factor
in selecting the apovropriate child care benefit to serve

<

as an effective recruitment and retention tool. Child carg‘

.
~

financial assistance will be critical for most working mother§\\\

on a teller's salary. If her spouse has a hngﬁincome, she
vmay not be interested in teller work. 'If there is no other
income or if it is not substantial, thén agteller salary
wodld have to be accompanied by some financial‘suppért for
her child care costs. ' '

Career Expectations. Other elefents to consider in

terms of the retention of working mothers are .the educational
background and qualifications for the job. A significant

portion of Suburbia mothers probably have college degrees,

’

and, like the recent college graduatés currently hired, they

too may feel the monotony of the job, become impatient, and

-~

finally leave. Particularly if they are young mothers and.

have worked a few years already, they may not see téller'work

as a logical next step in their careers nor as the place to

re-enter the workforce. e

Given thé realities of her family life and the reali-

.

ties of the job, can a mother be recruited and retained to

f
;



work as a tellér? Yes. The potential incompatibilitieé
between role of mother and role of teller can be worked out
if sufficient forethouéht is gi&en to them. Mothers can be
retained as tellers depending upon management's regard to
the foilowing conditions: 1) preference for a mother with
a high school education; 2) attention to issues of self-
%onfidehce during training; 3) tolerance for occasional
emergencies$ formal back-up supports always available;

4) financial assistance in paying for child care; 5) pro-

vision of part-time work and child care benefits.

H]

3. An Assessment of Existing Services: Suburbia's Child Care

The child care need that a benefit is supposed to meet
usually exists becagse of a deficiency in the child care mar-
ket. Thérefore, to gain a better understanding of the actual
child care needs of working parents and to assess the benefit
that would be most attractive to them, the gaps in existing
services need té‘be identified.- ' . —

The community of Suburbia is well known for its excel-

lent children's services. The public sChéo{s have a good

reputation and each of the éight elementary schools has an

extended day program with a combined enrollment of 493 chil-

dren. The churches, temples and neighborhood parent groups

have organized an extensive network of nursery schools;. two-

4

thirds of the thirteen programs are now extending their pro-
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\\\ back in 1978, the Suburbia Human Relations - Youth Resources

grams into the afternoons. =~ ' 0
A variety of day care centers serve all ages of young

childreﬁ. Five centers offer preschool care to 234 children
and three of these centers have igfant and toddler programs.
Two of these centers aré family-owned businesses and the
others are non-profit organizations with parents serving on
the Board of Dir&ctors. 1In addition, there are fourteen
independent *family day care provideré offering care to 68
children and four homes serving 16 children, which are spon-
sored by thé Suburbia Family Day Care System. The System
serves six communities and has its administrative headquarters
in Subugbia. ) o e

- >

Althbugh Suburbia's child care services are unusually

E)

comprehensive for a single gommd;ity, they are still insuf-
ficient. There are certain ages of care and cer%ain neigh-
borhoods where the waiting list is so long, that pareﬁts are
discouraged fromleyen applying. The most difficult kinds of
care to find; and the kinds of care most needed, are,6 infant i

aﬁd toddler programs and subsidized care. -

Suburbia child care programs generally provide high

: quality care, offerigg a wide range of curriculum and pro-

gram models responsive to the various ethnic and eédnomic

groups residing in the comﬁunity. Until funding was cut

A%

~ .. . . . 5 : -
CQTT%ss1on provided information, referral, advocacy and tech-
Y

o
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nical assistance to parents organizing child care programs.

They also coordinated efforts among child care providers,
town agencies and community groups to develop quality pro-
gramsS. The Child Care Resource Centef now serves some of
this(need) particularly in services to parents.

Current and proposed funding cutbacks at the ;ity,
state. and Federal levels limit the resources and supports
for Subﬁfbia parents and child'c;re providefs. Cutbacks
and inflation have already caused substantial increases, in
the cost of care. Up until this time, day care program
directors in Suburbia have been unusually resourceful in
acquiring neeéed funds. They drew heavily on CETA support
staff, Department of Agriculture fo&d reimbursement funds,
Communit} Development Block Grants and coliaborative effort§
'with.ghe schoolydepartment. These resources allovied programs
to keep tuition down ané to enroll families of low and |
moderate income. The primary subsidy available at this time
is through Title kx which offers a Sliding Fee Scale admin-
istered by thé Department of Social Services. However,‘bnly’
six proéfams in Suburbia have Tiéle XX contracts subsidfzing

a total of sixty-five children. Without subsidy, the average

cost for full-time child care appears in Table 8.




Table 8. The Cost of Child Care in Suburbia

Ceﬂtef;based:

infant and toddler care $115/week
. preschool ‘ $ 75/week
school-aged $ 30/week

Family day care: _
all aces ) $ 80/week

It-is obvious that many families in Suburbia must spend
a much larger percentage of their incomg than the recommended

10 percent‘if they are to purchase high éuality care that is
) ‘ -

i

Suburbia\day care directors interviewed for this study

consistent and reliable.

expressed interest in collabkorating with local employers to

help meet the child care needs of local employees. Their

-

. . SO . .
interest was strongest in vouchers orx som? other mechanism

/

#

that would provide stable funding. \}4

Any new public funds for child c%recwill also likely
be in the form of vouchers. There fE“afZ‘millionEHOIlar al-
lotment in both the House and Se;ate vefgions of nekt yeér's

Massachusetts budget for an experimental day care voucher

‘ system. (The future of any Federal commitment is expected

only in the area of increased tax credits.)

Given the current availability of child care in Subur-~

\
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bia, the current level of demand for care, and the govern-

ment's new economic policies, the problems felt most keenly

by Suburbia parents are how to find what care is available,

how to select it, and how to pay for it. G

.,

4., An Assessment of Em§10yeésf Child Care-Related Needs

while the Bank was interested in serving its own in-
terests with the prévision of child care, it was understood
that they could do so only if they identified and met the
. heeds of their employees. -
The Survey Instrument., It is difficult to assess child

Yy
care needs to determine preferences and potential utilization

of services. There have been a number of national surveys
which provide guidelines; however, these studies have also
shown that there are limitations to using a questionnairé
for determination of parent needs,. The primary reason for
this is that such surveys are market testing a product which
does not yet exist. While many of the on-site centexs in
éxistence'today;cgndpcted needs asséssments béfore opening,
upon comhencing operations most found that utilization was
lower than what survey responses indiqated. (Perry 1978)
Nevertheless, surveys can provide uééful data on

parents' current arrangements: use of relatives and/or e

community-based programs; énticipated chahges; transportation




neeLs; and some productivity measures, 'such as the extent to

' whiéh employees believe their absenteeism, tardiness, job
chaﬁees, career advancement or stress on the job is due to

family concerns.

In the case of The Bank, management was not sure if an

»

immediaﬁe need for assistance existed or if The Bank was wil-

lingvto meet it should it be identified. Furthermore, manage-
\ » .
\ . . !
ment was very interested in the issue of equity and wanted
\ ° -
to poll noﬁparent employees about their views on benefits
Y

k-3 \ t .
and whether they should be offered a benefit of equal value
\

if child care &gre provideg% JFié;lly, The Bank felt that
A\

,an_open policy dﬂs more in keeping with their'style of
operation and thaé\honesty from the outset would proyide
. opportunities for;axpetter understanding of the issues were
they not to follow tﬁﬁough with a ghild care solution:
A questionnaire &és developeq‘with assistance from

AN
personnel and the Vice ?ﬁﬁsident. Although time consuming
\

2

~ \ .
to these managers, involvement exposed them to the complexity

of the issues and ultimately resulted in a greater under-

. .

standing and appreciation of‘the recommgndations. The'qﬁes—
tionnaire incorporated questiogs designed to focus attention
on the national trends and pat;é}ns of child care usage des-
cribed in Part I. (See Appendix G for a discussion of the

survey design and the instrument itself.)
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The Survey Results, The results of Ehe survey w£g§

‘unexpected: only 8 of The Bank's employees had children

under age 15. Only two of these hqvevpféschoolers aﬁd both
seemed‘EOntent with cur;ent:agfangements. (Their preferences
and comments wére incofporated’into the final recommendéticns.).
A most interesting finding wés that 13 employees planned
t; have children within the next two years. (Two employees
obviously plannéd to be busy; tholgh they have not yet met
the prospective husband/father, these two completed the ques~

tionnaire regarding their expected'child care needs!) This

fact had implications in terms of both;the purpose-of the -

'benefit and its selection: most of the 13 parent-planners

were not tellers.

Initially, The Bank had assﬁméd that child-care's

greatest potential was in reducing turnover amohg tellers

(i.e., retention); however, it riow appeared that child care

might aIso help them avoid losing mid-management people in

whom they'd invested considerable trainiﬁg money. (The

consideration of needs for a range of employees is included

~

in the analysis.) .

~

The small number of parent responses points out the

limitations of a questionnaire. as a survey ‘instrument. The

%

crudeness of utilization measures notwithétanding, the ques~

tionnaire was not completéd by those who were to use the
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projected child care service. That is, the surveyed

employees The Bank sought to retain by the provision‘of

child care did'not have children eligible to receive it.

What these results showed was that child care could be

useful to The Bank‘tq recruit employees who do not now

work for them. ’

s

-

» E.: Selecting Child Care Benefits and Policies -

1. A child Care Plan

The sglectioﬁ of a child care benefit from the

range of options is-based upon its ability to aid in

" recruitment and retention, to meet the pressing needs

of working parents and to Build upon the existing child

care system.

2

Because no clear assessment of the child care .
a N ¢ N

needs of those who will be using the benefit .was gainéa\‘

e

from the survey, the most useful determinant of. a speéific
! . '

R
T

option to aid in recruftment and retention efforts is

the ability of The Bank to fill gaps in the existing

child care market. ' . ? \ ,
= A - - k-3 J

-

. Based on the review of community services and the™

F .

I'-/)n
/

. characteristics of the teller job (salary, hours, etc.)

the greatest child care need of Suburpia's'parents is .-
. . . . /
not for the creation of new services, but for making

. ~
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present services more cktainable and affordable.
The range of exisring child care services in Suburbia

. ", and the oapability of several programs to expand rules‘out

the need for The Bank to create new services. A one-site

solution is inappropriate because it will not serve con-
~ veniently employees at all five branches. Furthermore, with
+ a small number°of;emplo§ees, full utilization of a new pro-

gram cannot be guaranteed. Finally, the parents who would

L4

=

be served are noﬁ:now working for The Bank and their needs
and preferenceS'are therefore unknown. .
However, the number of employees whose Chlld care needs

are to. be met will 1ncrease over the next two years as efforts

aré made to recruit motherS‘and as a portion of current em-

-

ployees have the children they say téey are planning. In
llght of the foreg01ng, the recommended benefit package is
a phase=-in plan which 1npludes a2 few child care options.

. To meet information and f%néncial needs, a voucher
mechanism supported by informatifn and referral (I & R)
services is proposed. Once The Bank workforce includeso

enough working parents with daily child care needs, the plan

proposes The Bank consider either reserving spaces in lccal

' programs or helping one program add a few more slots'. fThe
B t B

specific components of . he proposed child_care plan are pre-

sented in Appendix H.
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2. The Effect of a Child .Care Plan on the Total Emplovyee
- Benefit Package

s Child care is only one of the benefits being considered
- today that reflect a changing workforce. Benefit packages
were designed with the stereotypical male breadwinner in

mind. However, changing lifestyles:é;zwomen.fn the labor
force, rising divorce rates; partJtime’employees ~— have
created new workstyles; Employees expect employers to recog—

nize and meet thelr 1nd1v1dual needs.

Des1red Changes~1n the Benefit Package. In this'inflar_
tionary period, the cost of meetlng employee needs is 1ncreas1ng.

The fact that Bank benefits already account for 35 percent of

base wages indicates a 51gn1f1cant amount of coverage. :Bqt
employees now look to their employers to meet a fuller range v‘&
of soc1al needs. Newest among them are dental, beneflts, '
_educatlonal tultlon benefits and legal assistance. . The latter

two, beneflts will become more prom1nen as existing federal '
1 \ - s
subsidies dlsappear '

These changes and resulting demands are no dlfferent
at The Bank than anywhere else. According to the employee
survey, almost all employees were famlllar with the beneflts

offered Of 74 responses, 54 percent were dissatisfied Wlth

the beneflt plan (40 employees) Their suggestlons for "improve-

P
-

~

ment included the folloginga
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Table 9. Benefit Preferences of Bank Employees

. _ Requested by
Benefit . # of Employees

Dental g - 38
Education tuition o011
Health insurance increased 19
|vVacation adjusted . 7
Benefits for part~timers 3

Banking benefits available

(NOW checking, lending, mortgage) 5
One hour lunch 3
Child care 3
Partial vesting in pension plan 2
Personal.days 2
Other (Parking, bonuses, credit

union, flexible work schedule) 11

The 104 suggestions for changes in the benefit plan

were mentioned by 55 of the 74 people who answered the ques-

tionnaire.

N Employees today are generally interested in benefits

thatlprovide tangible rewards they can use now instead of

deferred rewards. This is one reason why The Bank employees

find dissatisfaction with the medical plan. It,provides

excellent catastrophic coverage, but little assistance for

more commonplace medical needs.

Beyond the desire for empioyers to -share more of the

costs for employees' social needs, two issues seem important

<

fdr'consideripg the child care benefit options: bqugiﬁs for

>
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part-time workers and equity for childless employees.

Part-time Benefits. According to a Conference Board
survey of 180 companies, 80 percent offered éart-time workers
paid vacation leave. Nearly half offered sick leave as well
as life and health ;nsuranée benefits.

As described earlier,'the availability of part-time
-employment is very attractive to m;thers. 'kecruitment efforts
would be aided significantly if such employment were accompanied
by pro-rated benefits. The predicted retention power of the

convenient hours plus benefits unqgailable elsewheré would

likely offset the cost of providing such benefits.

Among four of The Bank's competitors, a 1imited’numbef°
of part-time jobs is filled primarily by mothers and students.
Three banks offéer vacation, holiday and sick leave for part-
time workers over 20 hours. One bank offers only vacation
benefits, (None provide medical,  life or disability insurance.
The estimated cost of’the noncompulsory benefits for part-time
workers at one bank is 20 percent of wages, compared to 33
percentffpr full-time workers., Compulsory benefitsi(workgr's

‘compensation, uneﬁployﬁent insurance) is 45 percent of wages
for full-time employees and 28 - 30 percent of wages for
part—fimers.' )

It is underséoq? that e&en pro—ratééwgénefits for part-

L
time employees may result in minimal increases in administra-
. . @« -
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tive costs and higher rates from insurance companies. However,

such groups§ as New Ways to Work, Work Options Unlimited, and
the Association of Part-time Professionals have beén looking
at’these’issues and may be of help in assessing costs and
tailoring part-time benefits both to its needs and to those
of its employees.

It was strongly recommended that the child care benefit
be offered to part-timers whether or not The Bank considers a
pro- rated benefit package 1nclud1ng other compulsory and/or,
noncompulsory benefits. With regard to child care financial
assistance, a $1000 cap on a 50 percent subsidy for family

.incomes noted on the sliding scale is also recommended.

Equity for ChildlesermployeeSe Inequities are already

built into current benefits;’ Single employees do not recelve

equal value in pension plans because of spouse- only'beneflts.

Consider the use of gender-based mortality tables in pension

-

‘plans which result in women receiving smaller annuities than
men because of their longevity, And those with lower wages
often receive benefits which amount to a higher percentage of

their wage. ,//,

Most employers considering child ‘care benefits are
concerned about the issue of equity for those ineligible for
child care benefits (by virtue of an income ceiling or their

not tjving children’in need of child care). The experiences

o . . N

[N
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of companies currently providing child care benefits indicate

“that this has ndt;been a_problem and they do not provide bene-
fits of equal value to ineligible employees. |

‘One of the surest ways of avoiaing discriminatory
benefits i§ to‘adopé a system of flexible benefits where em~
ployees choose their own. Only a few companies haﬁeitried it
and with mixed success. Benefit specialists are considering
the cafeteria plan the wave of the future. It is women's
labor force participation th~t is causing mos; of the needed
chahge. The benefit package typically designed for the male

breadwinner i§ no longer appropriate; When a wife up the

block is offered the same expensive benefit package as her

husband, both employer and employee lose on the value of the
benefit package. ' =

N6 company has yet incorporated child care into a
cafeteria'pian. It is mentioned here because it should be.
something to think about in the futu;e, particularly if the
child‘care befefit is successful in recruiting and there is
greater uﬁilization of the chiid Fare benefit. At the present,
the largegi stumbiing block for The Bank in adopting flexible
benefits 1is its size gngﬁ'the'administrative posfs and com-
blexity of the data processing eguipment required.

The Bank's willingness to ask employees their opinions

on the subject offers a clear indication of likely reSentment

“« "~




if benefits of equal value werg not prbvided. The responses
" to.the survey question do not indicate that a high level of
disapproval will ensue, i.e., the ihequity will not‘affeét
significantly job satisfaction, pefformance, or retention
rates of childless employees.
’ The survey states:
Some people suggest that The Bank should provide
child care assistance to employees.. Others say
that this will benefit some employees and not
others, What do you think?

The vast majority of employees approved of a child care
benefit. Of 77 respondents, 43 (56 percent) approved without
stipuldtion; 22 (29 percent ~- four of whom have children or
plan tc) approved but felt that others should get a beneflt
of equal value; five (6 percent) employees disapproved; and

another seven (9 percent) had no opinion,

A separate analysis revéﬁﬁg/few trends amongxthe 27

- -

employees who disapproved or\were sensitive to the equity issue.
The average age of Ehfs'group is 35.5, slightly older than

the eﬁployee population as a whole. This group has been w;th
The Bank an average 5f 6.2 years,* slightly longer than the
entire employee populationt' Thirty~seven percent of this
employee subgroup has experienced advancement within the bank,
as employees Qith longer tenure would be expéctea. This is

compared to 14 percent of all employees. There is a higherx

percentage of women in the sdbgroup than among all respondents.

<
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If one were to predict the employees for whom child

" care benefits would pose equity éroblems, one would obviously

ipclﬁde those without children. The group would also be

older and would have given more service to Thé Bank. The

data confirm expectations. What motivates the disapproval or

desires for equity is not only childlessness, but also service‘

to The Bank. However, there is\no indication that employees B

.

would leave The Bank if equal benefits were not provided, or

that if equal benefits were provided, they would not leave.

While there is some expected dissatisfaction, there is no

data to reflect the level of it or its importance to employee

tenure at The Ban.

In summary, equity would not be an issue for 65 percent

of current ‘employees. If the child care benefit were success-

ful in recruiting more mothers, then the percentage of satis~

fied employees would increase. Those who disapprove or who

want benefits of equal. value are typically older and without

children. Again, the child care benefit would attract a dif-

ferent kind of employee and the préblem of equity would be

reduced. It is more likely that provision of the:benefit

Ay -

will have an overall positive effect because two-thirds might

look more favorably on Bank management.




3, The Botkom-iine Return on a Child Care Plan

w»

Table 10. Cost Effectiveness of a Child Care Benefit

S

A. Cost of Child Care Plan .

“Information and Referral Services

. Directory ' $1,000
. CCRC Referral - $2,000
‘CCRC On-Site Referral $3,000 o

{The Directory along with On-Site
Referral was recommended.)

Financial Assistance

For 25 employees/year $33;165

A
)

B. Cost of Turnover

$3,563 per year per employee -
considering a 100% annualized

turnover rate for 25 .employ- -
ees, $89,075 |.

i

C. Cost Effectiveness

At 60% retention rate:’ .
+ Recxuit cost for 25 = $37,165 .
Turnover cost for 10 = 35,630 $72,795 | Save $16,280

At 50% retention rate:
N - * Recruit cost for 25 = $37,165 )
Turnover\gost for 13 = 46,319 $83,484 Save $ 5,591

At 40%,retéQFioﬁ rate:
Recruit cost for 25 = $37,165
Turnover cosf\gpr 15 = 53,445 $90,610 | cost $ 1,535
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Assuming The Bank decided to go the most expensive route,
purchasing CCRC services for compiling a directory and providing
‘on-site referral, information and rgferral costs would beyé4,000.
Added to the co {/éf financiél assistance ($33,165), the cost
of a child/ég;;ﬁbenefit plan for recruiting and retaining 25
employees over a one year period wouldﬂbe $37;165. (See
’Appendi; H, p. 184 for derivation of these estjimates.)

Hif The éank sustained its previous 100% turnover rate, then
the cost of turnover for 25 employees. would be $89,075. (See‘

Appendix D, p. 151 for itemization of turnover costs.) However,

'if the child care benefit package helped retain 60% of the 25

*

new hires f15 people), then the potential savings to The Bank4 
is $16,280.l This estimate is based on the total cost of
the child care package plus thé cost of turnover for the 40%
(or 10 people) who left. If the child care benéfit éackage
resulted in a 50% retention rate, the savings to The Bank
would be $5,591. At a 40% retention, there would not be
a savings to The Bank as a result of child care provision
"during the first year.
- ~ '

It must be noted that the second and third year cf child
care provision might resulf in greater savings as the retention
rate increases and a more stable workforce develops. The actual

¥

savings, even duriﬁé the first year, might be greater whén

considering the 46% effgctive tax rate for The Bank ana that

child éare benefits are tax deductible, onk-related gxpenses.
It can be conclﬁded that there is a potential for a bottom-

line return to The Bank as the result of .adopting a variety

¥

of family supportive benefits. This conclusion is based, in part
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on dn assumption for which there is no empirical evidence,
that child care is capable of retaining employées, but more
for its capacity to recruit the kind of tellers, i,e. mothers,

who ére-more‘likely to stay.
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4. Summary: Applying the Criterid for Establishing the

Fea51b111tv of Workwng Parent Inltlatlves to Address

Teller Turnover at The .Bank oF Suburbla

-
-

Table 11. Criteria for Whether to Proceed With Annyihd

of Family Support Program

~

II.

I.

CHECK
YES  NO
Can Provision of Beneglts Reduce Tel” er l
Turnover?’
_—
)
"A. 1Is the cause of turnover family-
related, either directly as a -
retention aide or i.adirectly as i / _
it relates to recruitment? 4 Y
‘B. Will the provision of benefits help :
solve the turnover problem? N, [ /
Can Provision of Beneflts Serve Employee

Interests?

A. Are there elements of work and famlly /_7// ;
life thdt are incompatible? / ;

B. Are parents' problems child care-related? ZE? [ 7

C. Will prov;51on‘of benefits help parents

apply for the job of teller and then
stay on the job? [c:7

All questions answered in the affirmative_would indi-

cate that the pdtential exists for the feasibility of child

care-related benefits..as-a way to reduce teller turnover.

.,
5
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The selection of the I & R service, vouche? plan and” part- )
time work opportunities will ultimately affect the realdza- g
. tion of that potential.
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EPILOGUE

e (LT

,.
el

M °

The results of the feasibiiity study were presented to

&

The Bank in June 1981. ~ It was not until September that a

response was received.

Part of fhe explanation for‘the delay- in response included
a §eribus illness that fell the Vice President.and the resig-
nation of 'the Personnél Diréctor: f
During é meeting ;;ranged'in October for additional feed-

back, The Bank's satisfaction with thereport.was expressed,

as was their intentions not to proceed with any of the f

>

recommended initiatives. It appears that one of the

., primary causes of turnoVer; i.e. the hiring of the wrong _

people, had been solved by a seemingly unrelated event in

_the community: the impact of Proposition 2% (Massachusetts'’

ans@er to Califbrnia's Prop 13 to.curb real tate taxes).
The labo; market was beiné affected by the flood of civil
servants no lonéer on.city or county payroll. Many of these
jobs, e.g. city clerks, school crossing guards and parks and
recreation agents, offer salaries commensurate with those of
_tellers.  The people who occupy those jobs may have the

appropriate set of expectations for teller work.
&1

As a resuit of this chénge in the labor market, The Bank

had the kinds of people it wanted applying for the job without
provision of child care assistance or part-time work. It remains

to be seen whether these individuals will stay.

137
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2
Despite the personal interest in the provision of child
care assistance from the Vice President and the incremental
"and low cost strategy for.providing such support, that the

hpaih" could be taken away without any investment, so was

the potential for change.

o

‘ | ‘ x )
ERIC \ e

v . 4 . ¢
Full Tt Provided by ERIC.
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. family supports as a means to meet management objectives. It

VY
3
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CONCLUSIONS

n

This paper analyzés the feasibility of embloyer~sponsored

does so by taking into account boﬁh theory and practice and
then éppiying learned concepts to the design and execution
of an éctua&zfeasibility study at a small, suburbap
Massachuéett% bank.

A look at ﬁdrent needs offers Jjustification for why an
employer should get involved ih family assistance; the
examination ofamanagément needs reveals why employers do

“get involved; and the case study explains why one employexr did.

The analysis concerns itself &ith these three interrelated

_areas: fparent needs, management agegdas and community resources. !

Tﬂese areaé are basic to understanding the feasibility of

family supports as a management tool, for they serve as the

If sources of pressure for employer‘spoqsorship of such pro-

gramé; 2) theoretical avenues to explore; and 3) components

of the feasibility study itself. «
The intérrglgtionships émong thése quponents are b

critical -to identification of the proble@ and creation of

a solution. While thélworld of work is predicted as the

focal poiﬁi of the 1980's (Yankelovich 1981), the macro

environment provides the cédtegt. The state of the economy

N .
7

.creatés the need for two-paycheck famiIies; the social
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) séructure allows for women bfeadwinners and househusbands;
énd Federal policy forces the issue of prf%ate sector suppoft
of community-based services. ™ Economic, social and political

%ogges affect the entiré community in which company, family

Co and sér?ice'providers reside. Changing, forces affecting one

sphere, must initurn affect the others. An unmet need in

one area becomes ;n obstacle for the ophers. Employee pain
eventuélly results in:employer pain because’the boundariesi
are no ionger distinct. And to thé extent that either

company, family dr service sector is respoﬁsible for im-

peding need§, they are each al§o capaéle of fﬁlfilliné’needs.

* ‘..‘a’
Thus, the feasibility study highlights the need for w -

examining the réciprocal impact of societal forces on manage-
mgnt agendas, parent needs and community resources.w It is
employer sponsorship fhat_is being sought, so the inquiry

’ " begins by identifying corporate self-interest. vManagement .
will b? the ultimate decision-makers and their needs and
expectations must be satisfied. However, corporat? self- .
interest can be satisfied only if parent needs are'met and
so the féasibility study next examines tﬁe needs and expéc—‘
tations of the empioyee population. Having determined that
attentiop to parent objectives is capable of’ solving management
objectives, the specific change in bepefits,;personnel policies

and/or work conditions is considered in light of existing

community resources.

t
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The acknowledgement of the connection between family and
work and the impact of its strengths and strains is prerequi-
site to the consideration of child care as a matter of polfby.

There must be employer acceptance of nonwork factors contri-—

buting to. work performance. The firms willing to examine

. the family-work interface, and ulfimately, the feasibility

- of family assistance are likely to be characterized by a .

demand for labor or ‘some form of productivity-related

self-interest. That self-in;erest will then establish

the géals fo; a chilq care initiative, if adopted.
W@ilé,co;porate self-inte;est aépears to be the primary

- .

source of motivation for most companigs in their consideration
of chiild cafe benefité) theréﬂare'firms ;ith a proclivity°
towards ;ocially responsible behavior for whom bottom-line
retﬁrns on a child care investment are uﬁngcessary. Some

of these companies may not be responding to an identified
management problem, but rathér to a community problem which

~

they ﬁay or may not believe affects the internal operations

of the company. Companies motivated by a sense of corporate .

social responsibility tend to have large corporate giviqg

programs, but may be resistant to making internal changes

in benefits, personnel policies or work schedules. There-
fqre, socially responsible behavior is not a prerequisite

for corporate involvement in child care. It was also not

included as a criterion forAdetermining whether a company

should initiate a family as;istance program within the

framework for analysis that appears on pade 68,

. 141
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_,1nvolﬁéaf1n child care, their choice of response will

’ dlffer greatly from the companies motivated'by management-

*polidies. There is some difficulty separating elements

- ) -127a-

i

To the extent that altruistic _companies become >

related self-interest, i.e:those motivated by social
concerns will involve external affairs such as the

funding uf local child care programs, while self-interested
coméanies will look to internai operations where human ,

13

resource, divisions will focus on benefits and personnel

of self-interest and socially responsible behavior because

the improved public image that results £from corporate

glVlng programs serves self-interest, whlle management—

motlvated initiatives may also benefit the community.
Whatever the cause for concern, the final detefminatiqy

of child care feasibility is unique to each émployéi aqd - 2 7 }§

locality because the scope and structure of a chosenﬂinitiative

will vary based on the blend of managment agendas, parent needs

and community resources. The specific kind of chila care .

assistance selegtéd may be determined by parent nééd and éom— - ~.‘;

munity resources, but the elements that make provi%ion‘ofﬁthat child

‘f_——‘ .
care assistance feasible have little to do with child rearing

from the corporate point of view. Rather 1ndustry characterlstlcs,
corporate structure and culture, as well as idiosyncratic personal )

factors account for much of corporate decision-making. regarding °

"family concerns. The feasibility study at The Bank is a case in ¥

point. e

The idiosyncratic elements of The Bank's situation and

142
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. subsequent pursuit of a solution were critical. That child

. care first entered theﬁmind of The Bank Vice President was

related to her "remote condition" of being a woman and her
personal consideration in having children. She had -connec-

tions to service providers in the community as well. Further—

~g-

more, The Bank 1s a female intensive, serv1ce—or1ented

financial institution. While concernmiabout 1ts publlc image,

-~

it was the impact on customer service -that convinced The

J‘\

Bank Pres1dent of the potent1al for a bottom—llne return on

the provision of famlly ass1stance.‘
Lndeed, The Bank was feeling "pain& about the high turnover
among tellersf- That pressure created the possibility for ,

change. Slnce The ‘Bank was 1nterested in prov1d1ng child

e Ay o T g
i

care in order to reduce turnover, its capaclty for d01ng SO
had to be determined. The analys1s revealed other causes of
turnover, e. g the h1r1ng .of the wrong people, which meant
that another aspect of seli interest could be served with

prov1slon of family supports, i.e. recru1tment.

‘The management:agenda was determined, in part, hy the

‘ parent néeds.of The Bank's morkfdrceﬂ Very few employees

;Ehrrently had- child care needs. That reallty also helped
1dent1fy the goal of recruitment for a family assistance

,fprogram. The fact that 13 employees expected to have children

within the next two years created the need for an incremental

—

approach. to the formulation of a child care assistance plan.

‘-




With the~goais and objectivies of a’ family assistance plan
-~defined, a look at the Suburbia community further guidéd’ the

selection of a child care option. The lack of current parent

I

need and the decision to focuson recruitment as a management
agenda‘indicated the absence of need for The Bank to createnew
services. The plethora of programs in the community confirmed

the d:cisionr not to proceed with direct service provision.

%
<

The need to consider existing community-based programs

-
is where the link is made between personnel policies and
public policies. Government policy may provide incentives

>

. and remove obstacles }or employer sponsorhsip. ‘But it must

also consider its own self-interest in se}ving those who

rely on government subsidy. ‘The need for public/private
partneyships'is critical to the survival of many effective,
govérnment proéfams.x;There seems litt}e economic justificatioq/

;

f9r a company buildf{ng its own day.cére center when thé center
up the blo - is closing its doors due to government cutbacks.
Another impiication fo£ public policy is tﬁat 50 percent of
workers are employed by companies of under 100 émployeesp
" (Kamerman and Kahn 1981, p. 65) ° Employer-—sponsorea child
care will not be feasible for the majorit& of working pérents.
Various ;egislated tax reduetion; do.not pose as an attractive
incentive fb a émall employer because the tax bill of a small

company likewise tends to be small. Unless consortium arrange-

ments are made where small companies join efforts with others,

&

<
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they will not be able~€9-absorb the cost of child'care assis-=
.t%nce for the full raﬁée of emﬁleyges. Even a voucher

ﬁrogram such as,mhe one proposed to The Bank is limited by

the saiary rahge and numbers of employees. In the case of

The Bank, hanagement wag.unwilling to work with other.em—
ployers in the geighborhpod because it viewed the provision

of a child carewbenéfit as a competitive recruitment édge. .

o of critical inportance to public policy is that many parents,
of course, do not work. It is in government's self-interest

for low income people to be less dependent on'government. But
is there a thenti?l corporate self-interest that cén be

. served as a reéu}t 6f héiping low income,parénts with their "
child care? To the extént that there are more members of
society contributing meaningfﬁily to the economy rather than

receiving welfare, the private sector w.ll benefit. If an

economically healtny community helps business, then there is
a long rangée pay off to companies‘investing in the child

care component of economic and community development efforts.
The long range payoff- implies that employer—sponéored family
assistance serﬁes as a prévehti&e measure. Th% attention to
famii§‘conéérns now will prevent the corporation from paying

later the costs of higher taxes and a less productive workforce.

These issues trigger the potential for a range of unantici- -
pated, unwanted consequences of employer sponsored family sup-

ports. They may echo many of the lessons learned from two




~-- -- - -decades -of program»initiatives—in~thewpub1icwsectorr':Fd;~--—~-————f
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.instance, public policy has traditionglly had difficulty with
fun@ing preventiﬁe programs. A response is made only when the\
problem is visible, and often once it has reached crisis pro-
portions. There is.a need to see immediate returns on the
investment even though the costs of caring for the sick for instance
far outweigh the costs of keeping people healthy.

We learned also in the bublic sector that many of our cur-
rent problems are the resdit of our garlier problem solving.
For the private seétor, even with the best of intentions, it
is possible that provision of child care as an employee bene-
fit may-thwart efforts to raise wages to more equitable levels,
particularly for women. 1In response to aquestion about the

problem companies have in finding secretaries, Ellen Goodman

of the Boston Globe commented that if you. provided them vith

$18,000 salaries, ‘there would not be a problem finding secretafies.
Similarly, while part-time work may be preferred and advocated,
there is the reality that less attachment to the labor force

means less income. It may aiso mean less security if pro-rated
,bepefiﬁé-do not accompany wages. .

Another negative consequence may exist without careful

thought about the impact of such measures,e.g.the $100/month

subsidy offered by Measurex so their employees will return
~sooner from maternity leave. This raises some very fundamental

questions about the way we encourage patterns of mother-child

146
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bonding. Akiamlly allowance in Sweden and most other 1ndustr1—_ o

. -

allzed natlons is deslgned to. help mothers stay home with their

2

child. In the U,S.,_we are say1ng they should go to work.
Examlned more closely, we find the 1nherent dllemma that the
5 : ent1re 1ssue of worklng mothers ra1ses~ part of the resistance
~on the part of corporatlons to providing famlly supports is
- that it is’ be11eved‘women should stay home with their children.
‘ On*the.other hand, welfare women should go to work so that
’they are not a drain on the public system. It would seem.wise
o to try and reconclle these contradlctlons before it becomes

.~ . a matter of pollcy.

Perhaps the most serious of all potential consequences

_of?employer supported child care initiatives is the inferelice
about ‘the -quality of work performed by working parents.
If the feasibility of child care is best justified in terms
\\ ‘ of its ability to improve prod;otivity and solve management
~:'\\\\problems, then implicit in the justification is that with-
outpthe’employer's child care assistance, working parents
are~not as effective workers, iée. should not be hired. In
. a tight labor market, such attitudes might not prevent the
hiring of parents, but they mi;ht affect the way they are
\ .
/ .

Desplte the Tact that it provides the most convincing case

treated \once on the jokt.
N

/ for its proy{sion, to present child care as a panacea for all

/// of management\s problems can be dangerous. Child care in pub-

Q \ 147
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- Iic policy was justified in terms of its ability to eliminate

. poverty, help children succeed in school and prevent them
. f
!

from 'a later life of crime and delinquency. But a% Susan
Grey points out with regard to Head Start programs:

. An effective early intervention
program for a preschool child, be 1t
ever so good,cannot possibly be viewed
as a form of innoculation whereby the
child is immunized forever afterwg&d .
to the effects of an 1nadequate home and
a school inappropriate to his needs.
[Ryan 1974]

Similarly, child care cannot be expected to innoculate an

/

employee against boredom or lackluster performaéce in a job
H

that is inherently boring and lackluster. Nor can it immunize
an employee against the effects of poor working conditions
and a management system‘inéppropriate to his or her 6Wn_needs.

Government policies have not been particuldarly family-

or child-focused. Similar patterns are emer%éng around family-
related personnel policies. Without a child/

focus, there is

v,

a chence of skimping on quality -- aetion with clear, negative
long term consequences (Weikart 1980) /

Wlthout a concern for the quallty of the child care programs
into which employees' cH&ldren are placed/ there may be no
easing of parental conéern. The quality Ff the program is
-largely -determined b% the -quality of the staff and fhe
staff of ¢hild care programs are notorlously underpaid and
overworked. A study of the salaries, ane?lts and work

i
- . S .
conditions »f employees in corporate AFerlca cannot ignore

/

i
!

4
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employees in the chilq care programs themselves. Given that
80 percent of -the costs of operating a center are staff, it
is difficult to make a profit in child care without cutting
back on salaries. If a company, well intentioned about
meetlng is employees! ch11d care needs recommends an inex-
pens1ve or totally profit- or1ented program, a company may,
in the process of serving itsAOWn employees, exploit the,
empleyees of .the child care program. - ’

These consequences cannot be o?erlooked dufing the initial
phases of an employer presence in child care service delivery.
That this is a relatively new field is why the need is so

great for careful planning aﬁd_analysﬁs. _The early pioneers.

will pave the way for those who follow. The rationalizations

and foundations maqé today for employer involvement will have
iong lasting effect on lafer deveiopments. As Amory Houghton,
éﬁairman of the Board of Corning Glass said, "One percent

ef all companies want to be first and 99 percent want to be
seeend;” What niotivates that one percent 1s very important

o

to the 99 percent who lelow.

=

For this reason, motivatioﬁ has been one of the key foci
_of this paper. It affects both employers and employees. Ex-
ternal and internel factors affect and motivate corporete
sponsorship of child care as well as employees themselves.
Yet, a paramount discovery of this stﬁdy is thef some of the

classic organizatiinal development literature is inadequate

g
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fprAexplaining motivation, satisfaction and turnover in

T

today's post-industrial workplace. Most of the research in
the field of employee motivation was condUcted in the late
1950Wszanérear1y 1960" Justprlor to the mass1ve influx

of women into the\labor force. -

1

Durrng‘the 1ndustr1al era, the conflict between work and
i
family was eased by women S full time presence in the home

«

)

pandx understandably,ifamlly respons1b111ty was thought to

have little bearing on work performance. But now the work - .
force has cnanged, and:women, who do‘not_have wives at home
for them, are struég&ing~with two'fui}-time jobs. Dad has

not quite changed his participation én noﬁsewerk as‘muen

as Mém has;ggangether-participation in 6fficework. The;: .
reiationship between home and work, so clear in the indﬁstrial
era, is no longer so“distinct. And in 1ts changlng form, it
‘imposes 1tself upon ‘the social cons01 ~ilsness. " This change,
more than any other s001a1 change, has brought the issue -

of, employer sponsored chl;d care to our attentlon. It ;s now
before. the doors of corporate board rooms not iny necause

of internai,pressures, but alSQJBecanse of external pressures
to which management can no longer remain immune; AThe feasibil-
ity of employer sponsorship of family supports as a management
tool depends on the receptivity of managment to these external
and internal pressures. That receptivity depends on the

s1multaneous acceptance of both 1nternal and external pressures

‘affecting work1ng parents. N,

.

"y
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With whatever crystal ball policy analysts ére
equipped, my prediction is that employer sponsorship
of family support brograms and policies will become
more than a "miniature cu;iosity." Those who will
proceeé; Amory,Houghton'é one percegé, will probably be

among Third Wave industries experiencing a demand for

iabof&,.The high technology firms in that group will be

:most fascinating to watch'because they may bs inclined to

. > !
change ,their managerial style along with their benefits

and personnel policies. .

These younger companies are run by individuals who
o . . - S
tend  to be more entrepreneurial and risk-taking. These
| ;
companies are also run by younger managers whose views T

of family and work life are different from their stodgier

céunterbarts in older, more conservative companies. o
N ’ . . - - 3 . R __-—/‘,"A
Peskin (1973) describes the baby boom generation as

a

..+.an involved and altruistic, disgruntled
and protesting people who have cut their .
teeth on 'doing their own thdng.'...Age may
mellow them and make their tactics less
theatrical, but their ‘humanistic philosophy
is not likely to be diluted. (P. viii)

The baby boom gencration is now of '"managerial age,"

and is also responsible for the current baby boomlet.

With more and more parents at work, particularly those

2

in decision-making roles, ‘parent needs will play a role

in the recruitment and retention of a productive work force.

[




Working parent initiatives will be accompanied'byiqualif§

. circles and participative'maﬂagement‘strategiesl eventually

P .
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,

leading to a more people-oriented work environment. -

>

It is even possible that schools of buisness adm;nistration‘

will not only teach management by objectives, but also

W
management by parent objectives. ~
* o
-
j
- . -
\‘ "
* [ 4
LY " o N
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_NOTES

From Page al h .

= t =3

i‘ 1 It seems unlikely fhat corpOrate.ponthbutiops,

" estimated as between $é.6 ahd $3 billion, is capable of ‘ .
sﬁpplanting 345 billion in governmegt cuts over the next-
three years. Ho&e&ér, reports indicate that corporate

giving has been rising. The - 'charts presented in The V X

<

"New York Times (12/25/81) and in Business Week (11/23/81)

" and appearing below, indicate the rise, but also note that the

. t B .
rate of rise as a share of profits, remainsslow. Business

Week also reports a growth in the number of 2 percéht ~

and 5 percent clubs modelled after those in the Twin Ciﬁfgﬁ

area and pioneered by Dayton Hudson. .
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‘The ¢chart beioy explains where some of these corporate

e dollérs 0. The survey found that the nature of the sur-

.

roundlng community (suburb, 01ty) influenced giving patterns,

as did—the nature of the company (pharmaceuticals would

gravitate toward health and welfare, for instance).
]

Distribution of the Contributions Dollar

$693.1 Millions Reported
By 759 Companies| .

o‘l‘pl
Act Lvities

Cuiture & Art
< 10%
$70.0

Civic Activities
L 11%

. $89.0

Healtha& Welfa.

8255 9
e 2%
Education
o "
-
(Percentages co nct acs
- Conirdutions 6odars « mions 1o *0C because of lwmngf’ N
The survey duta presenied above i based on twe cglendur year 19738, The sedirce 1
is The Conference Bourd’s A vinal Sm ex of Corpiraze Contribiczions, 1980 Edition, 5 4
Cid
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NOTES (Continued)

From Page 86

. I . . V :
Discussion of expectancy incongruity among nurses can

be found in Heather Howie, "Getting and Keeping Your Nurses,"
Health Care, June 1980,, p.47

and Institute of Medicine,
Final Report of a Committee to Plan a Two Year Study of

Nursing and Nursing Education, National Academy of Sciences,
September 1980, p. 6.

'//’
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~— -~~~ APPENDIX
. APPENDIX A: ON-SITE DAY CARE CENTERS
‘ 1960 - PRESENT \
\
1. History ;

»

In 1970, the Women's Bureau, Department of Labor \

identified 11 on-site day care centers and reported them,
- - /

in a publication, Day Care Services: Industry's Involvemeht,

Bulletin 296, Superintendent of Documents, U.S., Government
j

/
Printing Office, (Washington, D.C.) 1971. .These centers are

/

'

lisped below: ‘ /
Avco Economic Systems - Dorchester, MA ;
Bro-Dart Industries - Williamsport, PA |

L Cohtrol Data Corporation - Minneapolis, MN T

| Curlee Clothing - Mayfield, KY ’ /

KLH Research and Development Corp. - Cam?gidge, MA

Mr. Apparel, Inc. - High Point, NC |

Skyland Textile'po. - Morgantown, NC »/

Tioga SportW?ar ~ Fall Rive;, MA /

Tyson Foods, Inc. - Springdale, AK

Vanderbilt Shirt Factory - Asheville, NC

Winter Gardgn'Freezing Co. - Bells, TN

A 1980 study by Welfare Research, Inc., On-Site Day Care:

The State of the Art and Models Development, identified an

‘additional 7 centers in operation between 1960 and 1974.

These included:

Forney Engineering - Dallas, TX

Jefferson Mills - Williamstown, NC

Joshua Tree Manufacturing Co. - Gardena, CA
(continued) .

I——
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Levi Strauss - Star City, KS

PCA International - Matthews, NC

Security National Bank - Walnut Creek, CA

Stride Rite Shoes - ?ostbn, MA
A day care center for the children of ﬁgrvesters and grove
workers was supported in Florida by Goca Cola Co. and
Whirlpool, along with 25 other companies provided funding
for a community day care center in Benton Harbor, MI. WRI
also reported that Chesapeake and Potomac Telephone Co. and

Ohio Bell opened centers, while Western Electric Cg. of

Columbus, Ohio opened two demonstration centers in 1971 near

.the plant sites.

Only three of the 18 centers listed remain open today and
operating as originally sponsored. (Stride Rite, PCA and
Forney Enginqei‘ing) ) -

" The findings from a 1970 study called Child Care Services

Provided by Hospitals, Women's Bureau, Department of Labor

indicated the existence of 98 hospital-based day care centers.
Katherine Senn Perry idéntified only 75 hospital-based child

care céqters in her 1978 dissertation, Survey and Analysis

of Employer-Sponsored Day Care in the U.S. (U. of Wisconsin -

Milwaukee) A preliminary search.by Creative Partnerships of

Psadena, CA for a government-funded research project indicates

‘about 200 hospital-based child care centers.

The union count of 6 on-site centers was offered by the

Women's Bureau Day Care Services, Industry's Involvement,'

)
P




(1970). All 6 centers were spoﬂsored by the Amalgamated Clo-
thing and Textile workers Union (one in Chicago,

five in the Pennsylvania, Marylénd, Virginia area.)

2. Center Closings

Center c}osings are éften attributed to the ingppropriaté—
" ness of day care centers at the workplace. A closer look

at the reasons for the closings maﬁé by Welfare Research
Ipc.glﬁdicates that a number of companies went out of
bgsiness‘and the center with it. The char* below indicates

the range of reasons. (p. 14)

Company went out of business or moved ) 36% (5)

Underutilization by employees (resulting in
higher costs) 29% (4)

Too expensive i 7% (1)
Recession . “', 7% (1)
Information not available 21% (3)

Total  i00% (14)

Perry's research on the subject of center closings involving

a matched sample of nine closéd centers and nine currently
opén, indicated that the open ¢enters were of better quality

and received greater employer subsidization.

r




- -144-

3. Existing On-Site or Near-Site Day Care Centers Supported

by Private Corporations

This list is a compilation of other lists and numerous
phone calls and visits to other cities. The list totals
22 and my best estimate is that there are about 25-28 including
those of which I am unaware. Therc may be as many as 20
. currently in the planning stages.

One of the more difficﬁlt aspects of compiling such a
list is that their funding and sponsorship vary greatly.
Sémg refer to the Allendale, Union Mutual Life and Counec-
ticut Géheral Life Insurance Companies as vendor/voucher
programs -because they contract with Living and Learning
Centers*td provide their employee's child care. In that
thgy are on-site or near-site, ha&e,corporate dollars or in-kind
invested in them and are expressly for the employees of the
company, they are included in this list. The company may
alsp permit comminity residents to use the program, but it
must also servé employees' children.

Not included in this list is Equitable Life Assurance
which has arrange& with KindérCare for’a 20 percent discount
to Equitable employees in three cities. Equitable is
_responsible for only 10 percént of the discount rate. In
addition, John Hancock has made a $100,000 earmarked contri-
Bﬁtion to United VWay in ﬁoston to fund two day care.centers

-

located near their office headguarters.

# Living and Learning Centers have beeh’purchaéed by KinderCare.

153
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Abt Associates - Cambridge, MA
Allendale Insurance - Johnston, RI

Broadcasters Child Development Center - Washington
D.C. (5 radio and TV stations support the center)

Cardiac Pacemakers - Minneapolis, MN

Carlson Craft - Mankato, MN

Connecticut General Life Insurance - Bloomfield, CT

Corning Glass Works - Corning, NY

Emporer Clock Co. - Fairhope, AL

Forney Engineering - Addison, TX

Hoffman LaRoche - Clifton{~NJ

Intermedics - Freeport, TX

Jet Propulsion Labs - La Canada, CA

Merck'Rharmaceutic;ls—-ARahway,,NJ

Neuville-8ox/Perfermance Hosiery - NC

Official Airline . de - Chicago, IL

Playboy Resort - Lake Geneva, WI -

PhotoCorporation of America - Matthews, NC
- i Stride Rite - Boston, MA .

Union Mutual Life Insurance - Portland, ME

Wang Laboratories - Lowell, MA

Welch Food - Westfield, NY

Ric | 169




APPENDIX B: THE MEASUREMENT OF TURNOVER

~

The turnover rate is- computed by dividing the on roll

count into the termination figure and multiplying by 100.

£ terminations % 100

on roll count = Turnover Rate

An annualized rate can be computed by multiplying this rate

f‘ by 12. Quarterly reports are useful to see if seasondl forces

are at play (end of school year, summers, etc.)
Furthef)in§ight can be gained by computing the overall

replacement rate which coumpares turnover with the‘numberkéf

people hired. The monthly expansion rate is determined in

Py

the following way:

- ﬁnoio?irsgunt x 100 = Expansion Rate

The replacement rate is equal to the turnover rate or the

-

expansion rate, whichever is smaller. If the company is

-

in a hiring mode, then the replacement rate ghould be pQ§itive
(the expénsion is larger than the turnover rate). These '
figures are useful in determining the locus of problems, y
i.e., either turnover is too high and/or hiring activity
is insufficient. (Peskin 1973) M

The Bank of Suburbia uses the formulas described

above to calculate its turnover rates.

161
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APPENDIX D: ITEMIZATION OF TURNOVER CdSTS —151;

COST OF TURNOVER :
’ . 1980 Per
I. Tangible Cost Factors: ' Employee Cost
. A. Employment Expenses 1979 1980 (n = 45)
1. Advertising_ for Recruitmént 20,970 15,881 353
2. Agency Fees!
a) Experienced Tellers 8,192 - 11,517 256
b) Part-time fill ins 5,318 13,050 290
3. Wages & Salaries of Personnel? 23,566 26,780 T 595
SE 4. 57 of Branch Manager's time ‘
e : interviewing3,‘ 4,995 5,550 123
] . B. Breaking in Costs
;,ﬁ“?ﬁ@ 1. 5% of Branch Manager's Time spent ,
' ' with On-The-=-Job Training 4,995 5,550 123
2. Overtime® : 12,286 17,697 393
-, C. Start-up Costs ° - .
: 1. Overs and Shorts? 3,950 5,570 124
2. Adwministration onto Computer6 - 90 2
3. Personnel Administrator's Time : .
@ $7.50/New employee - 338 7.50
D. Training Costs
1. Training Materials . 500 . 1,000 22
2. Training ) o
. . a) General . . 1,354 337 7
S b) American Instit. of Banking 4,087 3,689 82
RE c¢) Tuition & Training ‘ 4,984 5,552 123
o d) Salaries & Trainees’ 19,970 18,733 . 416 ,
T ——— 3, Buddy Tellers E
’ éf“‘Tféingng~$ime§\,ﬁf ] - - 4,050 90
= - b) Bonus e === L1125 25
A E. Separation Costs '
’ 1. Mass. Unemployment 19,486 19,512 434
e 2. Federal Unemployment o 3,967 4,310 96
2
1I. Immeasurable Cost Factors:
A. Slower Proé%ssing of Customers
) B. Reduction of Customer Service and Number of Accounts
0 C. Morale Negatively Affected
-0 TOTAL _ - : . 160, 341 3,563




Notes on Budget = |

logency Fees: Bec:ides agency use for replacing experienced
tellers and part-time clerks, there are other ageucy
expenses which may not be related to turnover, e.g.
increased work load, illness, etc. Therefore agency
fees were not calculated on the basis of total agency
fees which amounted to $34,480 in. 1979 and $40,458
in 1980. These sums would increase the per employee
cost by $353 over the number specified.

2yages of Personhgl: Personnel Director estimates that i}
2/3 of her time and all of her assistant's time is
spent on interviewing, recruiting, training and
pror >ssing new employees. This figure represents
2/3 of the Director's salary aund all of the assistant's.

3Branch Manager's Time: It was estimated that 5 percent of
the branch managers' time is spent interviewing new
employees. The salary range for a branch manager
is $15,000 - $22,000. The average salary is thus;
$18,500. The per manager cost for interviewing is .
$18,500 x 5% = $925. There are five branch managers
-and one branch coordinator, therefore the $5,500
total for 1980 equals $925 x 6. The 1979 figure
was reduced 10 percent for inflation.

This same reasoning applies to the 5 percent

of managers' time spent with on-the-job training.

ﬁ~49yertime: The total overtime costs in 1980 were $50,563.
- Four of the branch managers estimate that the
- percentage of overtime attributable to turnover
ranged between 30 - 50 percent, with three managers
estimating exactly 30 percent. These estimates
were averaged to arrive at a figure of 35 percent
for the total overtime costs related to turnover. -
The remaining overtime costs include computer
problems-and-‘the need to stay late, coverage due
to illness, etc. Because the last quarter saw
the lowest turnover rates of the past year, two
managers were hesitant to assign a percentage. This
‘35 percent estimate is very rough. \

S0vers and Shorts: This is a variable sum, particularly high
in 1980 because of a one-time, $5000 missing amount.
In addition, a new incentive plan has been initiated
where accuracy will result in a $50 bonus. This may
reduce the number of overs and shorts. . ‘

LS

6pdministration onto Computer: It costs $1.50 to place some-
one in the computer's data bank and $.50 -to delete
them. At $2.00/person and 45 people leaving and
replaced, this cost equals $90 for the year.

v

~
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TTrainee .Salaries: The first three weeks of a teller's
salary is charged to training.

X

8Budqy Teller Training Time: Buddy tellers spend.two weeks

"training new tellers. At $175/week, two weeks
of salary equal $350. However, buddy tellers
only:spend 25. percent of their time doing this
training. Per teller cost of buddy teller training
is thus 890 S '

‘9Bonus for Buddy Tellers. Each buddy teller receives $30
for the training of an 1nexper1enced teller and
$15 for training an experienced teller. Assuming
that 2/3 of 45 new tellers are inexperience (30),
and 1/3 are eXperlenced (15), $30 x 30 inexperienced

tellers = $900; $15 x 15 éxperienced tellers = $225;
$900 + $225 = $1125. ThlS figure wac multipliéd by
45. It is understood that this is an estimate because
not all 45 people who left in 1980 were tellers.

-~
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APPENDIX E: DEMOGRAPHIC PROFILE OF SUBURBIA .

o

Population:
Male = 24,749 (43.4%)
Female = 32,267 (56.6%)
Total = 57,016
Births: 439 Deaths: 551
Age Groups. Female Population Births ASFR**
17 + Under 3,872 2 .2
18 - 25 , 5,874 63 10.7 .
26 - 34 . 6,528 323 49.4
35 --44 . 3,218 50 15.5
45 - 54 - 2,591 1 .4
55 - 64 2,836 : o - -
65 + Over 7,348 0 o
15,620**x* 439 76.2

** Age Specific Fertility Rate = Births/Female Pop. x 1000
*%% Ages-18 - 44

Birth Rate: BR = 1000 x 439/57,016 = 7.7
(Takes inte account the age distribution of
the population.) y

General Fertility Rate: GFR = 1000 x 439/15,620 = 28.1

Total Fertility Rate: TFR =8 x 76.2 = 609.6
(Doesn't take into account the
age of the population.)

Death-Rate: DR = 1000 x 551/57,016 = 9.66
Rate of Naturidl Increase: RNI.= 7.7 - 9.66 = -1.96

z

a o .
« - Y -
. . . - .
. LI = & .

This data was provided by the U.S. Census, the Suburbia

own Clerk, the Planning Department of the Community
gevelopmen% Office, Community and Adulttﬁahcation Department
of the Suburbia Public Schools, Annual Report of Vital
Statistics from the Public Health Department and the Annual
Planning Report and Affirmative Action Report of the
Employment Security Research Agency.

s

.
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APPENDIX F: GOVERNMENT SUBSIDY AVAILABLE ‘TO
) ‘ELIGIBLE SUBURBIA PARENTS

The following are the financial assistance programs

that may be available to employees.

Private Support - Many centers do their own fundraising

to offer scholarships or private sliding-fee scales to moderate
income families. Cooperatives provide parents with the oppor-
tunity to reduce the cost of child care by working in the

centér a certain number of hours per week or per month. - -

Some centers have support from another "umbrella" agency

¢ PEn

which reduces tuition for everyone.

Title XX - These federal funds, a@ministe;ed by the
Department of Social Services (DSS) provide the major day
care subsidies in Massachusetts, and are allocated through a
sliding fee scale formu}a whicﬂjoffers families with up to

\115% of the National Median income_to have partially subsi-
b4
Ldized day care. As a family's incomé increases, the fee

which the fami;y pays for theAday care services also increases,
until a'family assumes thg fu%l'cost of care. The amount of
subsidy, therefore, will vary‘aqcording to where ﬁhe family's
income falls on the scale. All families, however, no matter .
what their income level, must share some of the cost d? child

caré. This service is restricted by the number of Title XX

contracts awarded by DSS to day care centers or family day
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care systems.

N

Families do not have to be on welfare to qualify for

this subsidy. However, they must meet the following two

requirements: - — .
1. The family's gross income must be equal to or less

than the amounts below:

™ . / .
Family size "0ld" Eligibility "New" Eligibility Under
(1975- 1979) Sliding Fee Scale

2 $ 7,300 $14,640 o0
3 8,800 : ‘ 18,085 .
4 9,900 _ 21,530
5 10,900 24,975 s
6 11,900 : 28,420

2, In addition, the family must have one of the following ser-
vice needs:
|
a) parents working at least 30 hours per week
b) parents in job training (including undexrgraduate
work -
“c) parent in the WIN program
d) parents who are physically or mentally incapacitated
e) a child with a professionally-diagnosed disability
that is physical, emotional, or intellectual:
f) children who are receiving Protective Services

To obtain child care under the Title XX sliding fee scale,

~

parents must select .a 'child care program that has a DSS con-
tract and apply directly. There is often a waiting list for

these slots, so application should be made early. According

1)

to eligibility reduirements, parents will fall under one of

-

the two categories:

Type A recipients: families who were rgeceiving subsidized

day care services in June 1980 or before, or famildies who
® i
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fall into the previous (1975-1979) guidelines listed /
above. '

/

Type B recipients: families who, under the sliding feé

-

scale, are eligible for subsidy as long as their income

does not exceed I15% of the Median National Income/for'

]

‘their family size.

Other "Non-Contracted" Caré\Under Title Xi - The Dipartment
of .Social Serwvices will also-partially reimburse families
éligible both by negd\aéd by the 1575—1979 income guidelines,
for "non-contracted" child care services such as independent
family day care and babysitting. The rate as of fall 1980

is stili 55¢ an hour. Obviously all independent‘family’day
care providérs or babysitters expect a supplement:from the

. parent. (Minimum wage is $3.35/hour as of January 1981.)

K
®

Title IV-A ("Iﬁcome Disregard") - If parents are receiving

Aiq to Famiiies,with Dependent Children (AFDC),,ang begin to
Qprk, then the combination of their wages and welfare paym;nts
' musp equal or exceed their éﬁ;rent AFDC budget, in érdeE to

Be eligible*fbf,Titie Iv-A. This is known as "thirty—;nd—a—‘
third, or "ihcome“SESreggrd." The first $30.00 earned each
month and up to 1/3 of\the remainder does not count against
their ;elfare check. Families pay for day care services them-

selves and are reimbursed through an adjustment in their AFDC

‘grant. This gives them the option to choose any day care
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arrangement.

\ ‘ ) Chapter 766 - Massachusetts Chapter 766' tbe Comprehens1ve ’ s;
Spe01al Education Law, prov1des special needs chlldren” N »
aged 3-21, with an opportunlty to learn and to develop skilis;
in the leasct restriqt}ve environment. Preschoolers who are
‘attending a éfivately—rﬁn day catre program areiehtitled téh
‘partgcipate in thishprog;am; ~If a child qualifies for,766, N
then it is the parent's right to iequest an‘evaiuation.of.i |
the.ehild by*the staté. "Even if a specﬁal needsfchild is‘?
attending a#BE;vate preséhool er day care cehter, parents

should expect the state to ass1st in the .care of the child's

'
/

needs. . .

Head Start - Project Head Start is a commuhity—based child

development program that provides free comprehensive sexvices

and preschool programs for children of low-income families, N
aged three to five. Families receiving AFDC, SSI and General
Assistance are automatically eligible; others are eligib}e;

k4

because of income level:

Family Size Income Level
1 $3,400
2 4,500
3 5,600
4 6,700
5 7,800
» 6 8,900
more than 6 add $1,100 for each addltlonal
person

Ay

R S | |
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A family whoSe child is enrolled in Head Start before the .

. 7 ' )
o parent begins elmployment may continue in the service. 1In
N R -4 - . bl
~ » most instances, However, the bank employees would not . -
. qualify for this program. . ' o, .

s
¥
2

Taszredit -"Paréht§ with child care expenses are entitled
to a tax¢c£edi§ of up to $400 for one child, not to exce§d
R T $800 for two childrgp Or more. As 1én; as a pareng is
emﬁloyéd full%or,paft—tige and child care is  necessary for
employment, of is a full-time sfudent (and the spouse Works);

and if the parent (together with the spouse if married) pay . ,

>~ half of all living costs associated with their residentce, -

thevy will be eligible. The IRS priﬁt&,a publication #503

1 0 . ’ that contains clear exampies and guidelines for the tax
N 14
R . credit.
o '
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APPENDIX G: THE EMPLOYEE SURVEY

On the next few pages appear the survey instrument
and cover letter, as well as a discussion of its distribution
: \

and changes I would® recommend in fhrther usage. There is

also mention of alternative data collection mechanisms for

companies reluctant to distribute surveys.

1. Distribution of the Survey

“ H

The questionnaire was distributed to all employees

\

using a color coordinated format for di;tinguishing among
nonparent employees, those planning to have children and
tﬁose with chiléren undér 15.

g A cover letter wriften on The Bank stationery was
attached and signed by the President. Efforts were made to
be very forthright about The Bank's abiliﬁy to actually
change policies or develop a program. It 'was also to-make
cLear{ﬁhat participation was voluntary andithat the anonymous

questionna’ 'es were to be reviewed by CCRC, never to be looked

at by The Bank. ) | ¥
The questignnaire and cover legter'were placed in an
already stamped and labelled envelopé which ipcluded the
employee's name on the return address. This was done to
acknowledge their response and not to identify respondénts.

This envelope was hand delivered by me to each employee, ex-
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cept in three cases where supervisors or nearby colleagues -

o 3

ggreed to hold them until the employee's return. Another 12

were sent to the employees' home addresses. 2

[

The persondl touch proved valuable in four respects..

“ ¥

First, I was iQentified as someond&-from CERC and not a Bank

.

employee. This provided reassurance about cénfidentiality.

. - /4 ; . )
’ Secondly, there were a few opportunities to engage in dis-

. N cussion with employees about why the séudy was beiﬂg conducted.
It helped them understand'more about what they were about to
pérticipate.in. It also helped me to see the faces, go be~ -

IN

hind the teller line, watch interactions, see the four- - o

- branches in mid-day and get a better sense of the organizatiop.
F%nally, the personal delivery of questionnaires not only e
provided opportunities to engender trust) ciarify the purpose
and give me more intimate knowledge of The Bank, but I beiieve
contributedato EQe 83 percent respohse rate.

‘ After two weeks, wh;n 23 responses were outstanding,
I called each employee to remind them about compléting the
questionnaire. From this follow~up, 8 responses were returned,
L j. ’ » leaving 6nly 15 of the 93 employées unrepresented in thé
questionnaire analysis.,
The responses regarding equity of benefits are dis~

cussed in the body of the paper. The cover letter and survey

o+ o

&
. instrument are presented next.
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The Cover Letter and. Survey Instrument

_ the modem old

"THE BANK

hanging with the times

| Aprit 22, 1951
" Dear Employee:

The Bank is.awane of the fact that many of you
are parents (or might be someday) and must face
dual nesponsibilities when thying to balance child
care and the -demands of a fob.

The issue of child care is cuwrently being in-
vestigated by The Bank. e necognize child care as
just one of many employee needs, but one about wirich
we do not have any data. At this time we are not
sure that we can provide solutions, but. the issue
will be situdied in depth. -

Your help 4is needed o conduct this study. We
would appreciate it if you would complete the en-
closed questionnaine, whether you have children ox
not, and retww L& in the envelope.provided. Be-
cause Lt 45 imporntant to neceive everyone's response
© Zo this questionnaire, yowr name has been placed on

, the envelope. The envelope will be used only to
acknowledge your nesponse. Your identity will not
be neconded on the questionnaire. ALL individual
esponses will be kept strictly confidential by the
consultants using the information. Questionnaire
nesults will be analyzed by the Child Care Resource
Centern. 1§ you have any questions about specific
Atems on the questionnaire, you may call the Center
at 547-9861.

Thank you for your cpoperation and interst.

Sincenely,

The President
. 0f The Bank

rs
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PART I - GI-ZNEIL\L INFORMATION ABOUT YOU.AND YOUR WORK

1, Are you familiar with the fringe benefits offerred by the Bank?

2. Are you satisfied with the fringe benefits offerred by the Bank? » - T

3.

7.

3
8a. How many years have you been working (including the time°spent working at the Bank)?

10.

11.
12,

'8c. 1If there have been interruptions, please.explain th:e reasons for them.

All employees should complete the questions in Part I (on the GREEN pages). N

D Yes ‘ ‘ )
E] No *

D,Yes ) &l
REC

2b. Wwhat other benefits would you like to see the bank provide?

Some people suggest that the bank should provide child care assistance to smployees. Others say that
this will benefit some employees and not others. WHAT DO YOU THINK?

DNO opinien. : =
DI would approve of the bank providing child care assistance to employees.
DI would approve, but because I would not use such services, I feel I should receive a benefit of equal value.
[:]I feel it is inappropriatg for an employer to get involved in an employee's child care ratters.
Other: : - t &

What branch or departument do you work in at the Bank?

¥hat 1s your Jjob title?

How long have you been in this position at the Bank?

How long have you been with the Bank? ) @

8b. How steuadily have you been working, that is, have there been interruptions in your work career
over the course of time indicated above in question 8a? (An interruption would be more than two
monthsasay from your job or unemployed.)'

-

D I have worked without interruption for the number of years indicated above.
I have worked with some interruptions over the course of my years working.
D’rhere have been many interruptions in my work career.

K . 9 w

. — -
RS

¥hat are, your heurs of erxqiloymnt, including travel to and from your Jjob?

How do you get to work each day? (If this varies frem day to day, check all that apply.) .
D Walk DCarpool in someone eise's car
Bicyclé : DBus
DDrive cwn car, alone DSubway o
DCarpool others inmy car DOther:
What s the zip code for your home residence? M
what +as the last krade of school you ccrpleted? \\
Dﬂigh school degree D Some graduate school
D’I‘w—yea.r college degree DGraduate degree (Masters, doctorate)
L_lsome college . DSkill training {non-degree, vocational/

DOollege degree business training) »

]
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Page 2 - iAll Employees

13. How old are’you?

14. Are you male or fer;nle?

2

15. What is your marital status?

D Married
D Never married
Divorced, -separated, or widowed

16. Please list the ages of all members in your household, excludinr rzurself, but including 21l chaldren,.
spouse, other reiatives, friends, etc.

-~

L1 1ive «lone Ages: .

1
17. Do you have children under age 15?

DYes «P GO TO THE WHITE PAGES OF THE SURVEY
D No =¥ 18, Are you planning to have children in the next two years?

D Yes wpCO TO THE YELIOW PAGES OF THE SURVEY
D No wp» You have campleted the survey. Please place it in the envelope and seal it.

R Place it in a mailbox. v
THANK YOU FOR YOUR COOPERATION.
¢
- )

ERIC

Aruitoxt provided by Eic:

¢ . _ - ;‘,..:,._,P,-

-
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PART Ii — CHIID CARE ARRANGEMENTS FOR THOSE WHO PLAN TO HAVE CHIIDREN WITHIN THE NEXT TWO YEARS

This section is to be-ccmpleted ONLY by those who do not ncw have children, but who are planning
1o have children within the aext two years. If you aave cnildren and plan to have more, you shculd
te answering questions on the WHITE pages of the survey.

19. Do you pian to ccntinue-working once ycu have children?

DYes, I will work full-time outside my hcme

gYes, I will work part-tim? (20 hours per week or less) outside my home
L‘___;‘}':'es. I w111 work at home

t_1No, I will not continue working wep GO TO QUESTION 27.

20.  If there is a spou.e present (scmeone to whom you are legally married), will he cr she be
arployed after the child arrives? . D
DY&S. he or she will work full-time cutside the home

Yes, ke or she will work part-time (20 hcurs per week or less) outside the home
DYes, ke or she will work at hcme
D.\'o,- he or she will zot be employed
5:].\'0; applicable '
21. Dplease check the mrin method of child care that you would

choose when you are unaole to care for vour child(ren). Main method means the care that ycu
would use for the most number of hours each day. .

CHILD AGE CHILD AGE
TYPE OF CHILD CARE . Otol YEAR 1 to 2 YEARS

L]

A. Care by cbhild's other parent <
B. Care by other adult living in your hcme

-

OO0 0O OoooB0on

C. Care by a relative-at your home

. D. Housckeeper, babysiiter at your home
Care at a relative's home

F. Care at a good friend's Home

G. Family day care home (care for fewer .
than 6 children in someone else's home)

H. Group home (care for 6 - 12 children
in scmecne else's have)

1 [ 0000

i
T. Part-day Head Start, rursery schcel, day cave D
J. Tull day, duy care center : 3
K. Cther y ’ D

22, Please list any other types of child care that you might need to use to surplement your main
method of care, during the hours when you are unable to care for your child(ren). Use the
letter codes from the list provided in Question 21 above.

CHILD AGE O to I YEAR:

CHILD ACGE 1 to 2 YEARS:

23, How do -ou think you will go about finding your child care arrangements?

Dwérd of mcuth S Cormunity-cased referral agency, such as
M huren ' the Child Care Resource Center

fj“chool D Govertment agency, such as the Office for
=N Ct:ildren

— Newspaper ;:1_; Other:

DY‘H low pages of phone book

24. Where will vou prerer your child care arrangemenis to be Iocated?

D Near where I live .

D Near where I work

" El Near scame relative of child

D Otcer locaticn: WHERE and WHY? _l_

ERIC [J oen't imow ) s

N -
Aruitoxt provided by Eic: . 4
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25. What is most m!porlant and least important to you in sélectmg a child care arrangement f{rom

among those that are convenient and within your means?

25a. Please write the letter for 5 factors listed below which are the most important to you.

Most icrortant factors:

25b. Please write the letter for 3 facters listed below which are the least important to vou.

Least impmortant faccors:

i+
&

26. W¥hat other things weuld you. think about in.making a choice?

FACTORS TO CONSIDER

Reliable '
Licensed or registered by the state
Serves nutritious meals

Safe and c:_lean place

Will care for sick child

Firm discipline

Well equipped with toys and materials
Involve,sfp"a.xrénts in decisions ‘

Ccomunicates with parents abou% details
-of the child's day .

Well trained, experienced car.qivers
Spall groups of children -

_ Individual attention for-esach child.

.Helps children get along with others
Respects -children's language and culture:
Provides health and social services
Provides educaticnal program

Makes sure (Hild’ gets out into-community
Caregiver is-scmeone I like-. .
Child can be with older or younger siblings

L
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27. Please check your income bracket for your total family income pér vear, including all the earnings of
the acilt members of the household and other sowrses of income. (Use gross income before taxes.)

-~ [ tnder 36,000
'.gsa'ooo - $9,999
-1 }510,000 - $14,999
(T§s15,000 - 519,999
(520,000 - 524,009
[Tjs2s.,000 - $29,999 .

[ 530,000 - ‘534,000
[ 35,000 - 39,999
{540,000 - s44,999

1$45,000 = $49,999

$50,000 - §74,999
T szs, 000 - $100,000

Over 31!50,000 !

28. What Is your income, per yea.r?\ 3
e i

4

PLEASE PROCEED TO THE LAST QUESTICON ON THE SURVEY (On the BLUE page.)

P .
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This section should be completed by those who currently have children under 15 vears of age.. You
mAy or may not be expecting children in the future.

29. If there is a mother present in the housebold, is she employed? - °
D.mllstme outside the hame J

— » - . N
LFJ- Part-time (20 hours per wegk or less) cutside:the home v

raun | . ] co
t_.Works at home *

-~

. D.‘:’o." not enployed - - e B ‘.T e
. 30. If there is a fathet presen'f 1n the household? is he’ erployed? ) - .
. . —— . ” . %
<& —. Pull-time outside the home . < ‘ . Y ’ -
- - * = - * . P . *
[___,Pa.rt;t::ne autside the home v . s [ S
‘::' lorks’.at Lome . ” . Ty
F. . oo *“ ' fd Y
L_No, not erployed - . - . ‘ .t
- .
31a. Do you have chi}dren under 15 vears fr’age utio do not liveswith yeu? (Pleace include spouse's children.,
: . — tes . ER ' - BEEEEN
— L .
}_;No = PROCEZD TO-QUESTICN 32 . ’
. ¢ 5 . @
31b. Do these children odcasionally stay with vou? ’
N D Yes : N )
s, " ¢
{1 No =% PROCEED TO QUESTION 32 ’ o
3lc. Is this a regular ar'z-ar.gerrenu throughout the year? L '
: g D Yes © o _— ) s
Ciso ’
32. Do aay of your children bave-special handicapping conditions requiring attendance at *
a special school or program?
D_Yes - Age(s): i
Yo o
33. This question seeks information about your mein, supplemented and preferred child care ‘ ~
arrangenents, during the nime you are at work.
2) Your main method of child care is ope you use for the greatest .
nurber of hours per day for each of your children. Please
cyroie ooly one (M) per child in the list below. .
o . by Please indicate the tvpes of child care you.use tq supplement your P
min method of care for each child. Do pot include the child care
you use for reasons other than your regular hours of ergioyment
B and travele*to and from the job. I vou use several metheds,
. N please circle @ for al} that apply for each child.
c) The preferred iype of child care is shere you wculd place ycur .
child(ren) :7 al! armangements were available to you and cost ,
was not a preblem. Please circle only one for the preferred
main method of child care you want for ‘each child.
. . / : -
; g i OLDEST CRILD CHILD 2 CHILD 3 CHIID 4 CHILD 5
TYPE OF CHILD CARE o Age: age:’ Age: Age: Age:
Pulic or private grade schcol - M 5 P ¥ sP ¥SsSP ¥SP MSP
Specaal school « M 5 P ¥ s P ¥sp M S P M S P
' sblic or private xindergurten ¥ s P Ms? Jxse M¥sP?P 5 9
Fuil day, day care center M S§ P i S P M SsSP 5,! S P ¥ 3P s
Part-day Head Start, nursery - .
school or day care center ¥ s ? ¥ s'p M 3P M S P ¥ s P ;/
After-school program M S P M s P M S P M 3P M s p o
Group home {care for-§ - 12 , T
chiidrer in somecne eise's bome) ¥ § P s P ¥ 3P MSsSP ¥ s i’,/
N Famtiy day care hom: {(care fcr ‘ . . T
. fewer than 6 children in scmecne L e N <
else's hoe, | ¥ 5§ P+ ¥y s P M S ? ¥ SP ¥ s
Care at a relative's-house M s P, A SP yspP- ¥MspP ¥uUsP ’
Housekeeper, babysitter at Ne ) -7
N Ty boee M S P M s P.-" X _ 3 P Ms P ¥ svp
| ' Care by a relative at oy bome s p wsP Y'se wse wus
| Care by other acult living in .’ -
| oy home . M s.-P ¥SsP MSP MSP MsSP 188 .
Q - N .
EMC 1 Care by an older sibling .- S P X T ¥ ¥ s
B o . ) g
’s f:;i}d cares for self ¥ s P XS ¥ s X s ¥ s - . ]

4 A . y .
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3, How many times have yvou éhanged your main method(s) of child care during the last year?
. Pleaxe indicate the age(s) of the child(ren) for whom change was necessary.

o

times

'Imy 2

35. Which of ~he following methods did you use wn finding your rain methed(s) of ckild care?
(Check all that apply, for ail of your chaidren.)

t _; Word of mouth D Yellow pages of the phone book
- o Church Community-oased referral ageacy, suck as
. L Scheol tke Child Care Rescurce Center
iy ) Covermment agency, such as thke Office
. E Newspaper (73 Yor Children
— .
. c. . , : - f jOther:
," ; R ’--__ 36. what was the most difficult prooiem you hac i arranging {Or your main methodis) of child care?
.. -, . Please specllfy ine age of the chilld whose care you-are describing.
P "’-_ Age: . R o
« r— -
” —J Did not xnow where to begin locking
) ’ ;mgwewu too expinsive . F!g lt“:‘*-,‘ :&-\q«“(’l
L™ °D Friends or relatives were unavailable it f N
. D&bst prograns were already filled ! 5;:‘:-‘"‘" - . i,
? had trouble f.nding,choics to suit my child's needs "“Ui’ o, [ v
¢« 1 had-troudble finding ‘choices to suit oy employmem needs e Rt BRIy
COther. ~ . .
’ Feel free to.explair- <. >
. hd «' - 3 .
N 37. How long did 17 take you to find your main method(s) of child care? Please specify the .
age of the child whose care you are describing and include 211 of your children.
B D Less than ope week  Agels): ~ ‘ ’ >
— .
Fe - ! 41 -2 weks Age(s,:
. . . ; 2 - 4 weeks Age(s): ’ .
L j% - 6 weeks Age(s): R
, .. 68 weeis Agels): : .
- . '_.uore than. 8 wee:s Age(s): »
' N il

. 38, Wmat factors :u-e most important ard least important to you in seluctang 2 child care arrangement
) from amenz these That are.ccavenient and wathin your means?

= hiad .
28a. Please write the letter for 3 facters listed below shich are the most irpcriant to ycu.

. . Most sroortast jactors: . C i :
+ 26c. Please aTite the letter for 5 factors listed below which are least important o yecu. t
.. ) Least inpertant factors: * .
o . FACTORS TO CONSIDER )
. . . ¥ ., M v N e = - . N . ¥
// A, Relicle - . . J. Communicates with parents abdut detaiis of chiid's day
. * + 3
3. ucense?-or registered by the state K. Well trained, experieficed caregivers
) C. .Serves nutriticus meais . L. ?amu, groups 'of children
‘ J. Sdfe and clean place . ’ M. Individual attentlon fcr each caild
E, Will care Jor s:ck chiid » - TN Helps. children get aleng '.x'ith others .
F. Flm discipline ? 0. Respetts children's 1ansuae° ard culture
G. Prepars children for schoci . P. Prevides health.ard, social services
H#. Well equifppecd with toys and materials i Q. Makes ﬁge/\.bhd gets cut into the coorumity
I. lIavolves parents :n decisions . egiwer is” saneone 1 like
» ' s.” chixd can be with older ind vounger‘sxblugs
. * o . . » o . P
- - . S—— 1 T——— N . k]
. - r) N - » .‘ . -
39. ‘kat other thirgs would you think abcut in making a choice? ..
o . . . . e ]

E;ERJKj\. | — — o : *,ll&y} —
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40. Where do you prefer your child care arrangements to be located?

D Near where I live
D Near where ‘I work
D Near older chiid's school
Near same relative of child
| _iOther location: %HEPE and WHY” '

+i. Thinking apcut your preseat chile care arrangements for the care ox,:\ll vour cnildren, how dc yeur
chaldren get to the piace unere they are cared for while you work? /Please write the age(s) of
your chxldrﬂn using that method »f transportation, €.8., raxi [E,/ Age(s): 3 5]

. Child can aalk, accoaopanied D . Age(s):
Child can xalx, alone !_‘ Age(s):
School dus fj Age(s):
Chald care prograc p'-cvxdes
transportation D Age(s):
Child takes public bus or subway, aleme D Ape(s):
Child zakes public tus or subway —
accompanted by older person L Age(s):
Family menber drives dnl_d in praivate care . Age(s):
., Carpool . I Age(s):
3 Taxy Age(s): - :
Othker:

42. How zuch time do you sperd each day transporting your children to and from their child care arrangements”

DNO time

Less than 15 minutes *
:j 15 xninutes - & bour——— 3
4 heur - 1 beur .
: Over 1 hour
D den't know
43. ¥hat aays of the week do you need chiléd care assxsta.nce" Please :ndicate the agets; of the
h:ldren needing care on the specified days.

= Noncay Age(s):
~__ Tuesday  Agels): .
=
. ___Wednesday dge(s):
P Thursday  Agels::
F‘

. . Friday Age’s):
' . ™ . 1saturday Age(s):
D&mda) Age’s): )

$4a. Do you have job-related unusual hours when you need child care? Please indicate the age(s) of
your ¢hiidren needing cars during these hours.

Y

j %o, 1 do not work unusual heuss . . . .
=
- «—3 Night hours, because I regular.y work then Age(s): s
—
3 Naght hours, for evering Mmeetings | Age(s):
D Overnight heurs, for joo-related out
of 17wn tmavel JAge(s):
—
i) inusual, and urpredicatbie werk hours Age(s):

$b. Plesse describe otber unusual hours ahen your Job requires you to ke child care arrangements.

ERIC

Aruitoxt provided by Eic:
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45. Thinking about your present arrangements, do. you think they are going to be satisfactory to you

arrangements f{or some of your children?

D Satisfactory arrangements for the future
{_) #i11 be searching f6r new arrangements -

to meet the needs of your family seven months from now, or will vou ve searching for new

<

46, Ahich children do you think wall need new arrangements in the future? Piease give the ages of .

each child needing a new arrangement.

i ,
*

17, Thunking about 2ach of these children for ashom vou will be searchizg for a sore satisfactory
ch’d care ammzen:an ; Bhy will the present arrangsmen: not pe sat:sfactory for the future?

Theck all that apply
REASCN =OR NEW APR-L\@E::‘

I w11l need care at dxf‘erent ours :h:m
this arrangement offers. 4

o 1 wiil not be able <o afford the cost

of this arrangerent.
This location will, no ionger de
convenient or accessible to me
because of time or cest or
transportation. '

. . This care will no longer be an

P . * available arrangement.

My child will 20 longer be 21igible
to continue in this :era.nsanenc
vecause of age.
¥y child #ill po longer be eligible
because my incoroe will be too high.
My child's needs are-chapgang and
ancther type of care will be tore
appropriate,
I am not satisfied with the quality,

My child doesn't like 1t.
OTHER REASCN:

" Ageis):

(111

Age(s):

Age(s):

Age(s):

Ageis):

Age(s)::

na

Age(sy:

Age(s):

Nna od os od

Ageis):

TYPE CF CHILD CARE

Publiic or private grade school’ N
Special school:

Public or private kindergarten

Full day, diy care center

Part-day Head Start, nursery school
or day care center ”

" After-sctool pregran

Group hae (care Jor 5 - 12 childred
10 scowone eise's haoe)

Family day care home (care for fewer
than 6 children :n samoone else's.hame)

. Care at a reiative's house
Housekevper, babysitter at wy home
Care hy a relative at my bame
Care by other acult livirg in zy home
Care by an older sibling
Caild cares for self

ERIC ; | 185
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i6. #ten changing {rom your present arrangements, »hat types of child care will vou be searching for
in the- future? Please indicdte for all of your children aticse care you plan <o change.

D Age(s): . -
E_) Age(s): !

Age(s): .

L agets): L

D'Age(s):
DAge(s): ) .
D.\se\s):

D:\se{s): H
D:\Ke(S): .

DAge(s):
DAS\!(S):

~ DAge(s):

M agets):
'.__._,Age(s):

ST |
*"Ls 'l«r-'! ¥ F e . R =




49, Thinking abcut the types of care that you will be searching for, and forgétting about the cost
{for a mament), do you know whether this type of arrangement is available to you in the
comunisy where you live or where you work?
i «gpw shas sype of care exists, and 1 | I
> procably can zet = child into {t. t Age(s):
- 1 xnow 1T exasts, but I think it may .
T ve hara to et @y vhild 1a. E_—J Age(s):
‘ I xmow it =xists, and I xnow there b - i
13 room dor ov childl L Age(s): .
I zhink :t =x28:ts, cut [ w2ll be —
ic.e w0 Iiac 1T on Ty oMM -1 _jage(s):
I 5hink 23 -N&sTS, btut I veally need '
help in finaang it g r—‘Age(s): ;
7 dentt oW nniether 1t eX1STS OrUnot. ___;Age(s): *
I amow tais type of care does not exist. BAge(s): i
Please comrent: -
- -~ t
|
. <
Su. Please cheex rour inccme bracket for your total family income per year including all tke earnings
of ine aduli members of the hcusebold and other sources of incooe. (Lse-gross income before
tax figures.) '
™ tncer ¢ 0
‘; tnder 36,000 $30,000 - $34,999
i 58,000 - 39,009 $35,000 - $39,999 .
) T $10,0m - 314,909 T 10,000 - 44,909 N
) P 313,500 - 319,209 [ 545,000 - $49,909°
<
- {__:3520,000 - 121,999 ] 50,000 - 74,990
T 505,000 - 29,909 875,000 - $100,000 °
’ ) [Jover s100,c00 -
o Zi. Whaz is vour iacome, per year? S 4
! ) /
A J oy care HEY idrea? /
312, isoroximately how Tuch mogey do you pay every week for the of all your chal } R
{‘:'.giuae az§ fees for anrollment, special fees, and reimoursements :h_at yeu dake 11n cash
¢ zempie «he care for your children, but do rot include extra payments, such as lunches ,
{ru sand, or diapers. ‘ s ,
— Y
e My n2ld zave i3 lree pSTG - 385
" 55 or less per neek |_1s86 - 595
:55 - 315 3896 - $105
516 - 525 |_js106 - s115 ., _
[ s26 - 33 ) [Tsue - 5128
3% -5 v Dlsios - s1s0
r—s.- - ;55 DSISI - 3113 .
!"=:=6 - 233 176 - $200
et ¥V oo - p— . N
,:SEG - 373 .‘_-*,Over $200 per weer
3. ';5 the uype of child care you now use limited by your financial constderations. /
- . ™ . ¢ .
. — Tes .
. . a L_‘ Yo —
LR ):j ','&1‘2.\::: .ne child care tax credit on your personal income tax fom for 1960?
Pasep e Line 10 of the U.3..Tax Form 1040 which yeu most recently conpleted.)
Bl ’
v ] ves - .
—3
___J:Cr-': P.%eCY . , P e
. Y .. Fla {:\ t -
« - . - B R
R . T, I o
. , - - . * 1‘:1‘1” (‘* AN " :-
i RIS B
O b [y R

R K o= PR
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These Next questlONs pertain to your cambining of work and child-care responsibilivies

How any times during the past year were you apsent from work decause of chuld problems?
€

Tames

What were the reasons {for your abserce«s“

L_: Child vas 11

J
2

. -
r¢heck all rhat appiy. i

o .

~
.__J Child care provader was iil
Cm.‘d care

rovxder was,on vacation and 5o backup provider wsas availaole
i Child care provider was rot available when you arrived

led care provider gave inadeguate rotice of discentihuance of service
o — Qther:

\

i

R

! - = [

~. -

e e
dow Tany times during the past yea.i' were you late to work because of chald care probl

; \?
. times i ‘~ - ET
. !
38.

a
*hat were the reasons for your being late? {Check all that apply.) \
DChild 2as 111

Child care provider u:xs\:il . l

‘_Jcmld care provider mas not available when you arrived

i

. , %

DChnd care provider as on “vacatdon and nc backup provider was awulable R {

H

Child care provider gave inadequate notice of discontinuance of service ‘.
DO‘cher:

\ -

ef )
29, Have you 2ver ukde mistakes at work because you were worried about your children?
— . i< : e -
— Yes . . {
e ! . .
53, Have jou ever acconplished less merg th‘.n you are ca.pable because vou were worried mt;
your children while yousere at work? [ . \
: Yes - . '
=
e .

!
i
S51a. Pave wou ever turned down 2 job adv:mcanen» bacause child care wasn's avaiiabls to help
handla the racreaséd resporsibilities?

vou

. v .
__)Yes ’ - ’ . ; < \ )
RS A _ ) '
Sib.- If ses: is your advancement limitation due to:

(Check a1 that apply.)’ \\
\___, Irability to 201k overtime ! . *‘
‘___, Inabilizy <o participate in-after-hours training !
T Inflexibaliz y of ¢hild care provider's haurs making my beurs mfle\xb;e
——rl .

‘—_"1’ exibilzcy of my work hours making child care arrangements ur.satxs.nctor;..
Otbe .

1 i ’
- . * % “ X
. - E ) !
; casily b our family and ! ‘
22, Woula you @ver <cnsider 2orking gart-sime in order o Tore <asily balwice v ¥ an X
work resporsibilities? ' . . : §
- . N 1
D ves . \ . e
T xo = %oy notz __. L
. o
a - ) ) .
) T S
e H oy %‘.‘ N i ‘
; - i :.—»- 1 - - \\ g
- - L] L
P R s s i e
. l e e { . . ] .
. . LL)‘ WA ST T R ST e
. . : . . .
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53, How much time do you have between the stare ot vour morning chirld care arrangement ana shen

you rust be at work? .
~
t__J ot applicable ’
- : ™ .
t_s O - 15 runutes L 16 -~ 60 mnutes
! cros T over 50 mi
R 3 16 - 30 mcutes ., Cver 50 minutes

: 31 - 45 minutes

44, How muck time do rou have betneen she end of your normal work day and the closing of “
vour aftetnocn c¢nild care arrangement? .

o
+__; Not applicable D 31 - 45 munuzes A
i, 0~ 15 mzoutes D 36 - 80 mnutes
T 13 - 30 minutes DOver 60 minutes .

35, What do you dc :f you must be a1t work and the child care provider 1S not open or you have te
wOors late and you cannot make :t [o the child gare pregram  defere closing?

S
v

= &l

86. Were you ever faced with findirg new child care provisions for the following day?
L—J Yes ’
— \’

L No -

h - ° 4 -

67. How supportive 13 your supervisor shen you are dealing with the following chiid ‘care-reiated issues?
) Pleasé. mark the appropriate place on the scale.

~ g . 1 - bS]
- “ \“\\\ ;:;;g?t ive st‘l;?r?:':e ;ﬁépz;t 1\:;
* Time away g:cmﬁ'.vork for my ckild's medica]i appolnme\rfi q— 4 - ]
Time awar from work for my c.’uld‘z\? school function I + = - !
Time away from sork due to child care provider problers i [ = = + ]
Time away fraz wor‘k shen my child 15 111 ( -+ } )
Inaoility Towwcrk overtime due to lack of child care’ [ - — 4 ]
’ The need to-occasiorally change my work hours to .
a\:conm:dfue reurs of che child care-provider [ } " = ]‘1>
Other:-_ ) ) _ . [ ¢ 3

PLEASE FPROCEED TC THE FINAL QUESTION ON THE BLLE PAGE.
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PART 1V -~ THE BANK RESPONSE

68. 1f the Bank were to-help you meet your need for child care, which kind of assi:.tance would you
most prefer? Please check only § that would te most helpful.
_x A day care cem:er at the Bank
« __, 3 day cé\re center established close to the Bank
L_; A family day care home established-to take care of my child in my neighborhood
__i A rnmily day care home for my child rear the Bank .

D A program established by the Bank. for use by Bank employee's children as well as community
residents

r:} The Sank resérves and pays :‘or. spaces in a few child care'prqgrams near the Bank R
D The:Bank reserves-and pays for spaces in a few child care programs near 7y home |
C A voucker from the Bank that could bé used to pay for my child care wherever I decided

—
- Ly A perscain the Sank who 1S kmowledgeable about where I might obtain ch:ld care and
which tyve would be most approprnte Tor-my child

1____] The 3ank supports and comnects me to a local in:omtion and referral ageacy in the cormunity to help me
with my child care needs

D A series of "»orking parent" seminars are offerred that I could attend during my lunck
« . hour or other specified time of the day -

1_; Somone is paid by the Bank to take care of my child when he or she is sxck/’in my home
r__—j Scmecne is paid by the Bank to tale.care of my sick child, but rot in my home
) i r_;r -A-spécial number of days leave is permitted to take care of tamily matters or a\\ghild's 111ress.
i I_j Charitable contributions are made to local child care ng'r:ms to improve their services\) ’

D Low interest loans are offerred to oomnmit;—based phud care pregrams to help increase g B f
supply of child care gr to improve the quality of e.\xs..ing services.

4 . s

If you have anything o add about your work and family responsitilities, please feel free to

coment here, 2
13 v
R
- " 4
<
o, ’ . x
N ~
YOU HAVE NOW QOMPLETED THE SURVEY. PLEASE PLACE IT BACK IV THE ENVELOPE AND SEAL. FOSTAGE HAS .
) ALREADY BEEN PLACED ON THE ENVELOPE, S0 IT IS READY FOR ‘x‘Ots PUT IN A MAIL BOX. PLEASE MAIL
) SCC;\'\*&Q YOU HAVE COHPI.E’I'EJ THE SURVEY. . i . ‘7‘\
RESULTS ARE BEING- TABLUTH) BY THE CHILD CARE RESOURCE CENTER . *

. 187 HAMPSHIRE STREET ; “
: : COBRIDGE, MA 02139 . -
PLEASE CALL IF YOU HAVE QUESTIONS: 347 - 9861

THANK YOL' FOR YOLR TIME AND COCPERATION.

Aruitoxt provided by Eic: - -
+
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acceﬁsibility and affordability of varibus care arrangeménts.

priced beyond their reach." (Morgan 1981)

3. Survey Design

3

The questions answered by all employees provided a

'demOgraphic overview of the employee population and a sense

of employee reaction to The Bank's potential involvement in

child care: ”

2

- Those with children were then questioned about their

ability to rely on other family members for their child care

(questions 16, 29, 30, 33 and 36). The questionnaire also

investigated the range of currént arrangements aliowing space

for more than one child and more than one child care arrange- .

.ment (questions 33, 41, 42),.

An important distinction was made regarding main,

supplemented and preferred child care arrangem?ﬁts, since

.. 3,

parents do tend to combine a few forms of care during the

day. What parents use, however, might not reflect their

actual preference, which is affected by the availability,

Preference is obviously a difficult measure because parents

-

[ ’
"do not always include within their range of options those

types of care that cannot be found near them or that are

To get an indication of whether parents might be

willing to change their current arrangements should The Baqk

offer services, questions were asked about the stability and




convenience of current arrangements as well as anticipated
changes in child care needs (children get older, for instance),
(questions 34, 45, 63-66). I avoided direct questioning
regarding sapisfacﬁion because they have beeﬂ shown to be
misleaﬁingm ~"Satisfaction is extremely difficult to measure

S

with a sﬁrvey instrument...We know that in lengthy-discussion

&

parents who express initial satisfaction often reveal deep
conéerns." (Morgén 1980, p. 23) Parents'may also be reluctant
to admit that they leave thei; children in caré with which
they are not satisfiea. Gwen Morgan's recommendation, which
was used in the instrument desigh'for The Bank, was to ask i
"market basket," "what if" questions fo ascertain the trade-
offs they consider as they go about finding and selecting

child care.
o ' The elements of convenience were also examined, since
- . they are crgcial to child care decision-making. They include
location; houfs“needed, special ﬂééds, fees and curriculum

4 -

preference. .
I was especially careful in designing a survey instru-
¢ ment thahiwould allow for exploration of the full range of
o child care options. This includes the service needs as well
as the ﬁeed for informatién (questioﬁs 35, 36, 37 49}, finan~-
’ cial assistance((queétions 36, 56-54), and the need for time.
Indications of the need’ for time were given by responseé to

questions regarding actual work start times and program hours.,
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It was also reflected in answers to a eefies of qeestions - -
- . regarding family-work conflict (questione'55,56). These

included the nﬁmber of t}mesuabsent or late for work because’

of family responeibilities.

Other measures of possible conflicts between family

and work were sought through questions about mistakes made

‘or less work acéomplished due to family concerns and whether
job advancement was refused because of family cons1deratlons.
I also tried to determlne the degree to which employees per-
ceive Bank management as tolerant and supportive of occasiona;
family emergencies or even ordinary family fesponsibilities’
kquestions 55-61, 67): i

Finally, one question was aékeg listing the range of
possible eptions'for the Bank to pursue. They were asked to
select five preferences for Baﬁk‘ectivities supporting parents'

-

needs. i
These questions, with appropriate omissions were

asked of thosé planning to have children within the next

two years.. This limited foresight of knowledge would help

longer rafige planning for the benefit options.

L]

. 4. Recommended Changes in Survey Design

T
e

After seeing the questionnaire comple;edrﬂifW6ﬁia’
recommend some changes. Generally, the questions‘yere ap-~

propriately answered. In those few cases where misunder-




standings occurred, it was. clear that directions had not
been properiy read. Some of the detail was onerous. There
were slight distinctions among sets of questions and the 7
variety yielded little new information and was actually mored
difficult to analyze.

The question about the most and least important fac-
teré to consider in selecting a child care arrangement was
useless. Previous research forced choices among noncomparable
items such as cost, location, quality of care, etc. The ques-
tion I used included 19 different aspects of the program
such as rellable, licensed, flrm discipline, involves parents,
- small groups of children, provides social services, etc.

" “Parents were asked te list five of these factors that were

the 1east important and five rhat were the most important.
Parents commented that they were all positive factors and
desirable. The uselessness of the question was that a program
could not be deveioped on the basis of difficult ehoices

ameng lé characteristics, Broader categbries such as eduea—
rional coﬁponent, parent invoivement, soc1a1 services and
caregiver experience might have sufficed. It would have
gotten at the tradeoffs that parents were w11l1ng to make in
thelr child care arrangements.

The questionnaire was long, but not o&eriy burdensomeq

It is vnfortunate that it was not tested on a larger parent

‘population to determine its full capacity in designing a
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child care program or selecting a benefit option.

5. Alternativé Methods ofiDetaxCollection
The survey results of The Bank .study hlgnllghted the
.fact that the current employee populatiomns might not be the
most ‘useful for assessing the appropriate response to working
parent needs. 4 ‘
First, for an employer interested in retaining em-
ployees who might predictably leave (like the 13 planning
to have childrep), a survey of employees who have left in
the past might be useful instead of, or in'additlon to, a
eurvey of current employees. On the other hand, since cpild
care is often used as a recruitment eool, even if some cur-
rent employees are potential users, decisions about creation
of costly new programs should'bear'im mind tQatause;s may-
be those who are not currently employees of the organization.
An employer might elso find_that-employeeer%eel feti-

"cent to share their family-related p;obleme with employers.
Some'employers also may feel that the company's 4n§olvemenﬁ )
in “the family llfe of thelr employees is 1nappropr1ate, and
employees themselves may fee similarly "since in the pase
such problems have been viewed by employere Or supervisors
as reasons not to hire or promot an employee." (Morgaﬁ l9él,
p. 4) |

Alternative data collection mechanisms are being tested




o

by companles who are relﬁctant to distribute a questlonnalre
for fear it raises expectatlons while follow-up solutions
have notbeenapproved. The use of personal interviews can
reveal more in~depth information by validating child caré

problems and learning more about the tradeoffs parents make

in the formulation of their child care arrangements+—This
N &

interviewing may take place simultaneously with the provision,
of child care ass1stance, such as worklng parent seminars in

‘e a group setting or on an 1nd1v1dua1 basis through I & R and
EAP counselin . Data collected from these encounters can be
compiled’and used for léteradécision‘making. In the meantime,

the employer has responded to an 1mmed1ate need of the employee_;ﬁ;*“;

wpopulatlon.

é

ts




APPENDIX H: THE PROPOSED CHILD CARE BENEFIT PLAN
- : FOR THE BANK OF SUBURBIA

L)

The Child Care Plan was ‘designed with certaln cr ‘ia

in mind-: 1) The uniqueness of the program to assu”e its
visibility and use as a competitive recruitment tool; and

2) A phasé-iﬁ plan that allows for continuing data éathering

in order to monitor the needs of a changifig teller work
force. The incremental approach,also avoids the large

expenditure of dollars before the return on the invéstmenf

can be assured.
The compénents of the plan include choices for information

and referral services, a'child care subsidy program and even-

s tuain thE“pgrbha§ém6ff§I6f§“iﬁ”lbcal‘éhiId“baré'prograﬁs: e

The- recommendatlons for part tlme work and fl 1ble beneflts

e »

are incorporated 1nto the body -0of the paper.

1. Mechanisms for Channelmng Informatlon and Referral
Serv1ces to Employees

There aré three ways for The Bank to make avallable
ch11d care 1nformat10n and referral (I & R) services:

a) Publlsh a d1rectcry of Suburbla s
child catre 'services;

b) contract with CCRC to provide I & R services;

c) contract with CCRC to provide on-site I&R
services.

a) Publish a directory. Up until 1978, the Clty of

Suburbia took respon51b111ty for printing a 11st of ch11d care




.

: serices»in:%he community, Since the city ceased providing .

this servicei CCRC has become the main olearinghouse for \
1nforma%10n about servroes for Suburbia's famllles. CCRC ” )
could publlsh a Chlld oare d1rectory for d1str1butlon at The

Bank by Personnel to neyly h1red employecs. The directory

would prov1de them‘w1th descrlptlons of thewrange of programs

avallable ‘to themf"The pubrlcatlon could also be distributed
at the varlous branches for customeis. One of the most sig-
. nlflcant returns on th1s relatlvely small. anestment is h
ﬂcomslderable—Vleb&llty of«The‘Bank . The d1rectory, with The

. Bank's name on 1t, is a form of advert1s1ng -- ‘both to customers,

who value The Bank’s contrlbutlon to the communlty, and to

7~;employees who need help in flndlng ch11d care == a-'service -

“\

no longer prov1ded by the 01ty.

" CCRC4wouid be responsible for preparing and- distributing
the oiréctory. The estimated cost for 500 copies is $1009.

As a donatlon to CCRC, a non- proflt organlzatlon, this expense

would be consadered a tax deductlhle contribution.

b) Contﬁacting,with CCRC to provide I & R serwvices..

CCRC would familiarize Personnel staff or other designated
indiviéuals‘with its services. Bank persqQinel in turn would
publicize mhis information to employees. This can occur in
a-variepy of ways: 1) workshoos directed by Personnelcand
CCRC staff;'a) distribution of brochures about CCRC serrices;
3) provision of "how—;o:seiect“ child care publications; and

’
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4) articles or descriptions included in in-house ddcuments-

or’ publications.

it would be essentially the‘responsiﬁility of The Bank
. :

«

to see that employees are- famlllar -with the serv1ces of
CCRC. CCRC would then accept calls from employees and

offer referrals to local child care providers dépehding on

parents' Specific ‘needs and preferences. The cost for this
services is $2000 per yéar, to be re-evaluated given changes

in the empldyeerpopulatidn.
- * ° 'i - - .l _

c¢) Contracting with CCRCTfo provide on-site I &R
services. CCRC would supply a staff person to The Bank who

would be available for consultation.at designated times at

¢

various—branches+—This would reduce the work required by

Personnel and offer some immediate feedback to the employee

<

about the opportunities for child care. The cost for this

on-site service is $3000 per ycar, to be re-evaluated as
7

El

needed.

In ﬁhe lqt}er tWo optlons; CCRC would keep careful recofds ¢
of all requests for information and referrals. This would
”enable CCRC to follow—up with needed ass1stance, evaluate - -
the success of the information and referral-effort and provide.

plannlngAdata to theaeﬁployer for the child care support

service. Reports would be presented to the Bank at regular

intervals.

-
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2; bhild Caré'Financ;alhAsSistance Program
A chiid qarejfinanciél assistance program is conéidere&A
critipal to any”recfﬁitment effort by The Bank drrépfed at |
mothers due to téile% salary levels, the high cos; of ' child
care, the prevalence of single parents and the relatively

few state subsidized Title XX slots in Suburbia.

The .State of Massachusetts and many private child care

program§ have developed siiding fee scales to‘suppoft
parents' child care costs. The recommended financial

assistance programs is:

‘Eased on'a_sliding fee scale; A b
targeted to staff w;th family incomes under $27,000;
limited to a subsidy ceiling of $2000;

Qpaid directly to theoligensed provider or program;
'acqo@banied by a child care information and referral
.service. :

A child care subsidy*bdsed on a slidfhg fee scidle, rather

. than on a flat amount such as 50 percent of cost of care, is

recommended on the basis of its consistency with community
options ‘and efforts, its cost effectiveness for The Bank, ~°

and its more equitabie distribution of assistance waich re-

L4 - -

mains. supportive of ﬁa@i;iegjmgjforts to attain ngnomigfiglf—

sufficiency. The limit of $27,000 income is commensurate with
the.state's s¥iding fee scale. The $2000 ceiling for child
¢agé subsidies is offered as a way to contain .Gosts for The

Bank. Two thousand dollars is- approximately half of the

.éverage cost of ‘care per child per yeér in Suburbia. (It}
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j should. be noted that the federal tax credit for ch11d care
pays only 20 percent of the cost of care, [assumlng .the cost
is not greater than $2000] or $400 for one child [$800 for two
or more], whicheveris”}éss:§~ - ‘ -

In consideration of the lowest income families, fhe
sﬁbsidy sc¢ale should Begin at 50 péréent of fﬁe cost of -
care. The sub51dy should be paid dlrectly to the provider
so that 1t is not tax“ble to the parent.. Elnally, the
purchasing powerlof”the subsidy}is considerably strengthened
whgn iﬁplemented in conjunc%;on with child ca;e‘information’and
referall services. .
, The &eérly post of the financial assistance plan would
depend on the number of emplo&eés‘using i%, their family
"incomes and the cost of the care, they gelect.
The sliding fee scale';roposeé (in Table 11) is baséd on

the likeiy'family incomes of tho;é who;will be applying as
tellers. Unless.many,single hothers are hired, tﬁé family in-
comes of Bank tellers will most 11ke§§.be about @20 000 -

'$25 000. (This is based on two" incomes of about $10,000 aid
315‘000 éésuming the spouse makes slightly more thah a teller.)

@

~—The~med1an~ihcome_1nﬁihe“state 1s‘gggg£_§gg’000 which would

lend credlolllty to this estimate. However§ based on the
™ family incomes of current employees planning to have children
"as well as the state's sliding fee scale which includes those

¢

with up to 115 percent of the median income, I have set a limit
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A ‘
* ' DROPMED CHILD CARE ASSISTANCE PROGRAM
, _BASED ON 4, SLIDING FEE SCALE* : L
: s Percent "of child care costs
Fami}y Income B covered by subs1dy
. $9,000 - $115 000 ¢~ 50 percent of costs subsidized |
11 001*-, 13,000 a5 e , o /
13,001 - 15,000 . 40 . '
154001 = - 17,000 ° 35" K
1‘72001 < ©19,000 30 ! ' L
19,001 - 21,000 L 25 | "o o
21,001 - 23,000 i ‘ 20 ~ 5
23,001 - 25,000 15 L %
25,001 - ’

27,000 © -~ ' 10

. .5

* The model used for de51gnQng this is based on the"v
experlezie of the Polaroid Corporatlon. Average ‘ .

subsidy ¥or Polar01d is 43 percent Cost of chllg care

_per ckild per year = $3750 ($75/week X, 50), .
$3750 x 43%'”“51612«501subs1dy per year per employfe,
25 employees x $1612.50 = $40,312. 50\ T




e

‘

.financial assistance. .
3 =

Py

of $27,000 on the ircome eligibility for child care financial

-

) assistance from The. Bank.

The scale is _recommended per emp*oyee and not per child,
So that an employee with between $15 000 and $17,000 famlly
dncome, can receive a subsidy that covers 35 percent of the

total cost of care for all of their chlldren, w1th a celllng

of $2,000. | , o

~

With a slightly different scale, Polaroid found the average

@

.Subsidy t- be 43 percent o0f the cost of care. Based on an '

average weekly fée'of $75 for *full year child care (50 weeks),
the cost'éf.child eére for the4average'emplqyee wil% be $3750.
If-the average subsidy is 43 percent, The Bank can éxpeqt

to spend $1612.50 per year per employeé providing chi}d care'
¢

Based on the survey results, four Bank employees are
s ‘s = r
currently eligible. Their curreht child é%ge costs and -
family incomes indicate that the;yea?ly cost to6 The Bank

of subsidizing these four employees according toﬂthe .

" proposed fee scale would be $1162.§0. of the 15 employees

planning-to have children, eight.would be eligible for the

subsidy based on their family incomes. Assuming they all

need infant care, the most expensive care, and they exceeded

the $75/week fees, they might reach the $2000 limit. Those:

costs (8 employees at $2000 -each) would equal $16,000, but

based on their family incomes, the a&erage subsidy for this




-188-

group would be 23 pércen&. With $6000 per year in child care
_bills, the expense to The Bank would be $11,040. This is a
maximum estimate becausé twoé of the eight said they would

-~

work part-time. Finé}ly} assﬁming’The Bank recruits mothers

Foonty

to comprise half of its teller workforce, i.e. 13 tellers, the
cost to the Bank at $1512.50 per aéerage teller would equal

$20,962.50. 1In total, the cast of subsidizing 25.employees (13

tellers, 8 expecting children. and 4 currently with children)

would be $33,165.

The Cost of Financial Assistance Plan

© 13 téllers..............$20,962.50

8 éxpecting children... 11,040.00

4 with children........ 1,162.50

TOTAL - 25 employees...$33,165.00 I

3. Purchase of Slots ) - .

" Once the Bank has é number of parent-employees in need
of child care, making an agréement to purchase slots in one
or two programs might be more cost effective, less cumber-
some administratively, and requiie less pime for the paréﬁts
in making_child care arrangements. A few of the programs
inﬁerviewed expressed gn=interest in working out this kind

"

‘of arrangement.
The child care program would égree to hold open a certain

- number--of slots for, say, a 30-day period. The Bank would

. 207 -
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pay to reserve thdse‘spgces and once used, would pay a por-

_ tion of the cost of care for the employee. The cost would e-
qﬁal that of the financial assistance program with the
exception of a nominal fee to the p£oggdm to hold spaces
open for Bank employees. ’

The benefit of the purchase of slots over the financial -
assistance program is that an employee does not have to look

o

for @ child care program before commencing work --" this has

already been~taken care of. If th& need is for infant care
whére the market it tight) purchsing slots in one of Suburbia}s’
infant programs would prevent The Bank from losing a desired
employee because she could not find suitable éhild,care.

This ongoing kind of arrangement with a local day care pro- 9
vider may yield other benefits such as extending hours when
employees must stay later than expected or providing emergency
care if neeged. The slots purchased might also .expand the

capacity of a program. A center with 20 slots that has room

+

for another five'childfen with minimal renovation might also
be considered. These costs would ineclude néeded é;panéion
costs, the reservation fee and/or the financial assistance
%o employees as proposed above.

The Bank could purchase slots in family day care as well,
but the decision as to which program to éontract with will
depend upon the numbers and preferences of the smployees hired.
Thié can only.ge discerned at a later point in time. The pur-
chasing of slots in local programs is recommended as another

.
-

phase in The Bank's'childicare§commitment. o .
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